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ABSTRACT

USE OF BEHAVIORALLY ANCHORED RATING SCALES (BARS) TO COM-
PLEMENT THE MANAGEMENT BY OBJECTIVES (MBO) AND FITNESS
REPORT COMPONENTS OF THE MARINE CORPS PERFORMANCE EVALUA-
TION SYSTEM, by Major James W. Murphy, U.S. Marine Corps,
205 pages.

This thesis identifies problems with the Marine
Corps' performance appraisal system, and proposes a solu-
tion, the focus of which is behaviorally anchored rating
scales (BARS). The problems are: (1) failure to attain
performance counseling objectives, (2) lack of control pro-
cedures to insure that counseling is achieved, and (3) evi-
dence that many Marines are not counseled.

The Marine Corps' appraisal system has two compo-
nents: the Fitness Report, and a management-by-objectives
(MBO) methodology. The problem is that the Fitness Report
does not provide feedback useful to subordinates, and the
MBO methodology is so unstructured that the natural reluc-
tance-to-counsel runs unchecked. Behaviorally anchored
rating scales (BARS) are proposed as an appraisal instru-
ment ideally suited to provide feedback. The author exam-
ines the development procedures for BARS and reviews the
literature on BARS found in organizational behavior
periodicals.

The author concludes that BARS, coupled with the Fit-
ness Report and the MBO methodology, and controlled by ap-
propriate guidelines, would embody the characteristics, of
an ideal performance appraisal system. He recommends that
BARS be developed for and tested by an infantry battalion.
The research method was a library search concentrating on
behavioral research reports and articles by practicing
managers and military officers.
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Chapter 1

INTRODUCTION

An org&:nization can develop on-the-job effective-

ness and improve performance of its work force through

performance appraisal and subsequent performance counsel-

ing of individuals. 1  The Marine Corps' performance ap-

praisal procedure, known as the Performance Evaluation

System, is designed to enhance the attainment of its

organizational objectives as well as the development of

its human resources. 2 The purpose of this study is to

point out that the current Marine Corps performance ap-

praisal instrument, performance counseling concept, and

method of administrative control are inadequate tools to

accomplish one half of the objective of the Performance

Evaluation System--the development of human resources.

The study will also recommend that a supplementary ap-

praisal instrument, coupled with appropriate controls, be

adopted.

Need for the Study

The study stems from three long-standing, disquiet-

ing factors associated with the performance appraisal of

1Wendell L. French, The Personnel Manaement Pro-

cess (4th ed.; Boston: Houghton Mifflin, 178), p. 348.

2U.S. Marine Corps Order P1610.78. Performance
Evaluation System. 23 February 1977, p. 1-3.
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Marines. First is the realization that reporting seniors

experience difficulty accomplishing the performance

coaching/counseling objectives required by the provisions

of the Performance Evaluation System. 3  Second is the

recognition that objective criteria do not exist for meas-

urement of behavior, performance, and effectiveness.

Third is the appreciation of two emerging management con-

cepts which appear to offer a solution to the vexing prob-

lem of accomplishing meaningful, effective performance

coaching/counseling. These concepts are management by

objectives (MBO) and behaviorally anchored rating scales

(BARS).

Management by objectives (MBO) provides clear, un-

equivocable information about individual performance and

effectiveness. MBO is described as ". . . a system that

features a periodic agreement between a superior and a

subordinate on the subordinate's objectives for a particu-

lar period and a periodic review of how well the subordi-

nate achieved those objectives."4

3 1bid. pp. 3-13 through 3-15. See Appendix A,
Performance Evaluation System Extracts. The reporting
senior is the officer who completes the Performance ap-
praisal on the subordinate. The reporting senior is also
responsible for performance coaching/counseling (see pages
3-13 through 3-16 for a discussion of coaching/counseling).
The actual Performance appraisal instrument is the Fitness
Report (NAVMC 10835), a copy of which is located in Chap-
ter 2 and identified as Figures 1 and 2. The reporting
senior forwards the Fitness Report to Headquarters, U.S.
Marine Corps via his immediate senior who, for Purposes of
the performance evaluation system, is referred to as the
reviewing officer.

4 French, op, cit., p. 321.
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Behaviorally anchored rating scales (BARS) comple-

ment MBO in that they describe on-the-job behavior that

results in performance and effectiveness. BARS are spe-

cially, developed instruments which identify and describe

each component of the total job, billet, or military occu-

pation specialty (MOS). Then, within each component,

called a "job dimension," BARS list the range of behav-

iors, in scalar form, from "most effective," in terms of

achieving successful results, to "least effective." 5  A

supervisor, observing a subordinate on the job and anno-

tating a BARS accordingly, has a highly specific,

behavior-oriented instrument with which to conduct sub-

sequent performance coaching and counseling. BARS, then,

have tremendous intuitive appeal. Where MBO enables the

superior to measure performance, effectiveness, and

results, BARS adds to those dimensions the ability to

measure on-the-job behavior. Behavior, here-to-fore not

measurable, is a key component of performance and

effectiveness.6

5 L. L. Cummings and Donald P. Schwab, Performance
in Organizations Determinants & Appraisal (Glenview, IL:
'Sott, Foresman, 1973), pp. 91-9"2.

6 John P. Campbell, Maurice D. Dunnette, Richard D.
Arvey, and Lowell V. Hellervik, "The Development and Eval-
uation of Behaviorally Based Rating Scales," Journal of
Applied Psychology, 57, No. 1, (February 1973), p. 15.
The authors define behavior as ". . . simply what people
do in the course of working." Performance ". . . is be-
havior that has been evaluated (i.e., measured) in terms
of its contributions to the goals of the organization."

I.
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Problem

The problem is three-fold. First, the design of

the Marine Corps' performance appraisal instrument, the

Fitness Report, does not support the attainment of the

Marine Corps' objectives in performance coaching/coun-

seling. The measurement content of the Fitness Report,

essentially unchanged since 1957, is dated in terms of

emerging concepts. The types of appraisal measurements on

the Fitness Report--trait-related graphic rating scales,

rank-order distributions, and narrative descriotions--are

not well-suited to performance coaching/ counseling. In

the past two decades significant advances have been made

by behavioral scientists in the area of performance

appraisal systems.

Second, the techniques for performance coaching/

counseling prescribed by the Performance Evaluation System

are not supported with appropriate controls. The lack of

controls leads to the next problem.

Third, performance coaching/counseling is not being

accomplished throughout the Marine Corps in a uniform,

Effectiveness ". . . refers to some summary index of or-
ganizational outcomes for which an individual is at least
partially responsible such as unit profit, unit turnover,
amount produced . . ." They distinguish between perform-
ance and effectiveness as ". . . the latter does not refer
to behavior directly but rather the control of the indi-
vidual (e.g., state of the economy, nepotism, quality of
raw materials, etc.)."

I
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acceptable manner. Discouraging evidence exists to sug-

gest that a large number of Marines are not counseled on

their performance in the spirit intended by the Perform-

ance Evaluation System.
7

Thesis

Thesis: The Marine Corps should adopt a supplementary

performance appraisal instrument, supported by appropriate

administrative controls, to accomplish its performance

coaching/counseling objectives.

Assumptions

This study is based upon five assumptions:

(1) that theories of organizational behavior de-
veloped from studies of the civilian sector are apolicable
to the Marine Corps, particularly in peacetime,

(2) that the philosophy and methodology of manage-
ment-by-objectives is known and subscribed to by the
reader,

(3) that Expectancy Theory as described by Victor
Vroom, Lyman Porter, and Edward Lawler, and further re-
fined by Herbert Heneman and Donald Schwab and others, is
a reasonable model of motivation within which to pursue
the study,

(4) that the institutional objectives of the Per-
formance Evaluation System, that is, identification-of
Marines for promotion and assignment, are satisfactorily
achieved by the Fitness Report, and,

(5) that this study may not apply to performance
and behavior under combat conditions.

7This evidence is summarized in Chapter 2.

-"4-
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Methodology

The methodology used in this study was primarily a

literature search supplemented by a limited survey. Lit-

erature used in the study falls into three categories:

(1) textbooks and collected, bound readings, (2) scho-

larly journals and periodicals, and (3) dissertations and

reports published by government-contracted consultants.

Textbooks and Readings

Behaviorally anchored rating scales (BARS), the

focus of this study, are described in a brief but compel-

ling manner in a number of textbooks. The textbooks were

also a source of broad concepts related to performance

appraisal. The readings provided supplementary informa-

tion. The footnoted textbooks provided the first link to

the wealth of BARS-related information contained in peri-

odicals and journals.

Periodicals and Journals

The major source of information for the study came

from periodicals and journals. As the study progressed it

became clear that those publications fell into three dis-

tinct types. The types are: (1) military periodicals,

(2) management and organizational behavior periodicals,

and (3) research journals.
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Military Periodicals. Periodicals such as the

Marine Corps Gazette and the United States Naval Insti-

tute's Proceedings contain articles covering a wide range

of topics, including performance appraisal, which are of

interest to military readers. Several such articles,

written by active duty officers, were essential to the

study because they confirmed that the problem posed by the

author is more real than perceived. The author's view-

point, at least, is shared by others.

Management and Organizational Behavior Periodi-

cals. Practicing managers and business school faculty

frequently present their concepts in such periodicals as

The Personnel Administrator and Business Horizons. The

concepts are often based on the synthesis of several re-

search studies reported in other journals. Management and

organizational behavior oeriodicals were the key to ex-

panding the brief descriptions of BARS contained in the

textbooks. The management and organizational behavior

articles were also the primary source of performance ap-

praisal models within which BARS and MBO are an integral

part.

Research Journals. Detailed reports of current

research are featured in such publications as the Journal

of Applied Psychology and Organizational Behavior and

Human Performance. Considerable insight into BARS-related

.1i
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hypotheses, and the techniques of BARS development were

provided by the reports of behavioral scientists. An ap-

preciation was gained for the costs, benefits, problems,

and potential of BARS as well as developmental and imple-

mentation pitfalls to be avoided.

Dissertations and Consultants' Reports

Dissertations and consultants' reports were partic-

ularly important to learn how the detailed steps required

to develop a set of BARS are performed. Two consultant

reports are particularly interesting because the reports

center on military applications of the BARS concept.

Integration of Experience

A modest survey was conducted of the other nine

Marine officers attending the U.S. Army Command and Gen-

eral Staff College at Fort Leavenworth, Kansas. The pur-

pose of the survey was to determine the degree to which

the nine Marines' experiences relative to the Performance

Evaluation System compare with the author's. The survey

instrument and the results are contained in Appendix C,

"Performance Evaluation System Survey of Marine Officer

Students Attending the U.S. Army Command and General Staff

College, Class of 1980." In several instances, insights

shared by Marines are referred to in the study. Use of

shared experiences has been limited because of the diffi-

culty documenting such material and because of the very

small number of Marines participating in the survey.

-~- _-.
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Organization of the Study

The study is organized into six chapters. Chapter

I suggests that the Marine Corps Performance Evaluation

System is not an ideal system in terms of state-of-the-art

developments in organizational behavior research and out-

lines a problem which exists because of deficiencies in

the system. Chapter 2 argues that the Performance Evalua-

tion System is not achieving its performance coaching/

counseling objectives using either the current appraisal

instrument, the Fitness Report, or the counseling concept

set forth in Section 3006 of the Performance Evaluation

System. Chapter 3 demonstrates that BARS, developed by

analyzing a job in terms of its content, and evaluating

the effectiveness of observable, on-the-job behavior,

capture the essential elements of behavior required by an

ideal performance appraisal system. Chapter 4 shows that

the operational properties of BARS, particularly those

related to performance coaching/counseling, coupled with

other benefits derived from the development process, far

outweigh disadvantages experienced. Chapter 5 synthesizes

and summarizes Chapters 2, 3, and 4. Finally, Chapter 6

presents the conclusion and recommendations.

.___1



Chapter 2

THE PERFORMANCE EVALUATION SYSTEM

The Marine Corps Performance Evaluation System is

not achieving its stated objectives for performance

coaching/counseling. There are four reasons for this

short-coming: (1) the system is dated and has not incor-

porated significant advances in performance appraisal

theory developed in the past two decades, (2) the Fitness

Report, the present appraisal instrument, is unsatis-

factory as a performance coaching/counseling tool, (3) the

prescribed procedure for performance coaching/counseling,

using a modified M80 technique, is not applied in a uni-

form, acceptable manner throughout the Marine Corps, and

(4) the reluctance-to-counsel phenomenon, well-documented

in civilian organizations, is present among Marine report-

ing seniors.

It seems apparent that failure to achieve perform-

ance coaching/counseling objectives, as outlined in the

Performance Evaluation System, will continue unless

actions are taken to minimize the short-comings such as

(1) developing supporting documents and instruments,

(2) establishing positive administrative controls to en-

sure that meaningful coaching/counseling is performed, and

10
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(3) educating all Marines on the importance and execution

of the System.

Current Performance Appraisal Systems Theory

The current Marine Corps Performance Evaluation

System does not incorporate recent advances in performance

appraisal theory. Because this study proposes to modify

the present Performance Evaluation System, it is important

to appreciate at the outset the characteristics of an

ideal performance appraisal system. Lyman W. Porter,

Edward F. Lawler, and J. Richard Hackman have conducted

considerable research in the area of organizational per-

formance appraisal. Taking into account the needs of

organizations, the needs of individuals, and the inherent

conflicts between organizational and individual needs,

they suggest that an ideal performance appraisal system

encompasses seven characteristics. The seven character-

istics are:

I. Measures are used that are inclusive of all
the behaviors and results that should be performed.

2. The measures used are tied to behavior and
as far as possible are objective in nature.

3. Moderately difficult goals and standards
for future performance are set.

4. Measures are used that can be influenced by
an individual's behavior.

5. Appraisals are done on a time cycle that
approximates the time it takes the measures to
reflect the behavior of the persons being evaluated.
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6. The persons being evaluated have an oppor-
tunity to participate in the appraisal process.

7. The appraisal system interacts effectively
with the rewards system.

As a related matter it is useful for analytical

purposes to know that most large American organizations

have performance appraisal systems. The systems are used

for a variety of purposes, but generally they can be

grouped into one of the following two categories: ". . .

(1) the maintenance of organizational control, and (2)

the measurement of the efficiency with which the organiza-

tion's human resources are being utilized, and the im-

provement of these resources."
'2

Put another way, performance appraisal systems are

used both for institutional purposes, such as promotion,

assignment, merit pay increases, etc., and for human re-

sources development purposes, such as performance

coaching/counseling. Similarly, the objectives of the

Marine Corps' performance appraisal process, as will be-

come apparent in the following paragraphs, focuses on

institutional and human resources development purposes.

The Marine Corps Performance Evaluation System

The Marine Corps has published detailed instruc-

tions concerning the philosophy and procedures by which

1 Lyman W. Porter, Edward F. Lawler, III, and J.
Richard Hackman, Behavior in Organizations (New York:
McGraw-Hill, 1975), p. 339.

2Cummings and Schwab, op, cit., p. 55.

r-I
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its members are to conduct their performance appraisal

responsibilities. The guidance is contained in Marine

Corps Order P1610.7B, Performance Evaluation System. The

Marine Corps has four specific objectives in performance

appraisal:

(1) The first and focal objective is the im-
provement of performance . . . . This central
objective can only be achieved by coupling the fit-
ness report . . . with counseling and coaching to
determine where, and how, performance should be
improved . . .

(2) . . . the identification of those Marines
who are considered qualified for advancement

(3) . . . the provision of assistance to in-
dividual Marines in identifying those performance
and character attributes which require improvement
before they can be considered qualified for
advancement.

(4) . . . support the "career pattern" ap-
proach to personnel management by providing . . .
information relating to both a Marine's desired
duty assignment, and the Marine's suitability for
certain future duty assignments.3

Objectives (2) and (4) are clearly related to the

purpose of organizational control. Objectives (1) and (3)

are related to the purpose of improving the effectiveness

of human resources.

The medium through which the Marine Corps achieves

objectives (2) and (4), and indirectly attempts to support

objectives (1) and (3), is the Fitness Report (NAVMC

10835), the service's performance appraisal instrument.

3U. S. Marine Corps Order P1610.7B. Performance
Evaluation System. 23 February 1977. P. 1-3. See Ap-
pendix A. Performance Evaluation System Extracts.

77 ,t
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Attainment of objectives (1) and (3) is the focus of the

section of the Performance Evaluation System titled

"COUNSELING." This section directs the accomplishment of

performance coaching/counseling utilizing a modified MBO

concept. Although it will be discussed in detail later,

it is beginning to be obvious that the "letter" of the

Performance Evaluation System misses the perfect appraisal

system criteria in the area of behavioral measures. Thus

the design is clearly dated. Regrettably, it will also be

demonstrated in the following pages that actual perform-

ance in the field by reporting seniors, for a variety of

reasons, misses the "spirit" not only of the Performance

Evaluation System, but the Porter, Lawler, Hackman system

as well.

The Fitness Report:

Unsuitable as a Counseling Instrument

From the following review it will become apparent

that the Fitness Report is not a satisfactory instrument

for performance coaching/counseling.

Fitness Report

The only instrument the Marine Corps uses in its

performance appraisal system is the Fitness Report. This

report has been in use by the Marine Corrs since 1957,

I
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twenty-three years. In this period the only major

modification has been its conversion from a manual docu-

ment to a machine readable form.

As specified in the cover letter which promulgates

the seventy-six page Performance Evaluation System direc-

tive, the Fitness Report, has two purposes: ". . . to aid

in personnel assignment, and to assist selection boards

,5
• . ., Therefore, this directive clearly links the

Fitness Report to the institutional need to maintain posi-

tive control over the organization's promotions and as-

signments. On the other hand, nowhere in the cover letter

is reference made to efficient utilization or improvement

of the organization's human resources. By such omission

there appears to be tacit recognition that the design of

4The date, 1957, is an estimate. It was deter-
mined by comparing the first and second editions of The
Marine Officer's Guide. The first edition, 1956, shows a
facsimile of the then existing Fitness Report. The form
control data reflects "(Rev. 8-54)." The form itself does
not include a rank ordering format. The second edition,
copyright 1964, shows a Fitness Report with form control
data" (Rev. 6-63) (Supercedes 2-57 and 4-61 . . ).
This is the first to feature the rank ordering format.
The inference drawn is that the "truth teller" came into
use in 1957. Earlier conversation with career civilians,
normally the corporate memory, who work in the area of
forms control at Headquarters, U.S. Marine Corps were in-
conclusive. This was due to the transfer of files con-
taining such obscure information.

5U.S. Marine Corps Order P1610.78. Performance
Evaluation System, op. cit., p. 1.

........
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this appraisal instrument does not directly support ef-

fective performance coaching/counseling. 6  A survey

taken in April, 1980, among ten Marine officers studying

at the U.S. Army Command and General Staff College re-

flected, however, that eight of the ten officers use or

have used the Fitness Report as a general guide during

their counseling of subordinates. The results of the

survey suggest that the Fitness Report, although not in-

tended as a coaching/counseling instrument, is frequently

used as such, probably because it is the only performance

appraisal instrument available.

Format of the Fitness Report. The Fitness Report

is actually a composite of three generally recognized

forms of appraisal technique. As can be seen from Figure

1, Fitness Report, Sections A and 0 are administrative in

nature. In Section 8, items 13 and 14 are graphic rating

scales of performance factors and traits, respectively.

The definitions of both the listed performance factors and

the traits, as well as the literal definitions of each

mark across the scale, are printed on the reverse side of

the form. Item 15, known among Marines as the "truth

6 Porter, Lawler, and Hackman, op. cit., pp.
316-319 and 338-339.

.... .
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7teller," is a rank-ordering device. Item 16 is also a

form of graphic rating scale. Finally, Section C requires

a narrative description Of the rated Marine's professional

character.

Ambiguities in the Graphic Rating Scales. First,

there is a problem with graphic rating scales of perform-

ance factors and traits. Performance factors and traits

are replete with ambiguity. In spite of the definitions

of each trait, identified as "qualities," on Figure 2,

Reverse Side of Fitness Report, and definitions of each

score; i.e., "average, above average," etc., the traits

still tend to be vague and ambiguous. "Loyalty" is the

classic conundrum. An officer was once heard to remark

that loyalty can be one of only two marks: outstanding or

unsatisfactory: either a man is one hundred percent loyal

to or he is not.

71t is the feeling of almost every Marine officer
with whom the author has spoken that the Fitness Report,
particularly Item 15, coupled with the narrative descrip-
tion of professional attributes, provides promotion boards
and assignment personnel with relatively uncontaminated
information with which to make difficult decisions. The
"truth teller," while not a perfect method, is able,
particularly when fitness reports are aggregated over a
period of time, to provide highly discriminating insights
into a peer group. More competent officers can be dis-
tinguished from less competent. And those with the most
potential to serve creditably at the next rank can be
distinguished from those with the least potential to serve
creditably. Similarly, identification of personnel suit-
able for key and sensitive assignments is relatively
apparent.



19

Figure 2.

Reverse Side of Fitness Retort

I 1j
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Another quality frequently subject to ambiguous

interpretation is "force." The reverse side of the fit-

ness report form shows the definition of "force" to be,

"The faculty of carrying out with energy and resolution

that which is believed to be reasonable, right, or duty."

Odd, Webster's Third New International Dictionary offers

eighteen different usages of "force" as a noun--and this

is not one of them. It would not be so upsetting except

there seems to be a tendency to attribute "force" to those

persons who speak loudly, frequently, and martially, while

quiet persons whose performance conforms to the definition

are considered to be less forceful than their blustering

peers.

Traits Fail to Measure Performance. Next, there is

the fact that trait-oriented appraisal forms tend to cause

performance appraisal problems regardless of the type of

organization. Cocanougher and Ivancevich state, "There is

an overreliance on personality traits, which are difficult

to define and measure. . . . The relationship of many of

these traits to performance is questionable."J William

J. Kearney went on to say, ". . . evaluation of traits,

8A. Benton Cocanougher and John M. Ivancevich,
"'BARS' Performance Rating for Sales Force Personnel,"
Journal of Marketing, 42, No. 3 (July, 1978), p. 88. On
the other hand, as one officer pointed out, traits are a
useful measure or indicator of potential.

__ _ -
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behavior, or results do not produce data of equal useful-

ness for improving performance when fed back to individ-

uals." 9  In the same article, Kearney quotes James

Goodale as follows:

It is clear that ratings of employee traits
fail to meet this criterion of useful feedback.
Telling a subordinate that he is average in initia-
tive, low in attitude, and above average in matur-
ity creates defensive feelings and gives him little
help how to change.1 0

Traits have other shortcomings. They are not well

suited to specific measurement. To describe a subordinate

as "above average," meaning "highly qualified" leaves the

general impression that in respect to the oarticular

trait, the person is in good shape. But exactly how use-

ful, in terms of attaining organizational goals, is it to

describe a man's degree of "loyalty" or "force" as "highly

qualified?" How does such an appraisal reflect the sub-

ordinate's performance in relation to the primary mission

for the rating period of preparing his platoon for the

battalion's Operational Readiness Inspection?1 1  It does

not.

Related to the vagueness problem is the fact that

there is no suggestion of what efforts at improvement are

9William J. Kearney, "Improving Work Performance
Through Appraisal," Human Resource Management, 17, No. 2
(Summer, 1978), p. 20.

1 0Ibid.

llRobert E. Pitts and Ken Thompson, "The Super-
visor's Survival Guide: Using Job Behavior to Measure
Employee Performance," Supervisory Manaoement, 24, No. 1
(January, 1979), p. 26.

f l " II ... " " i m ' " I • I I l i lII -- I I I i[ ... I - ': III ---- " ' ... . ' J
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necessary to move up to the mark of "excellent" which

connot#xes "qualified to degree seldom attained by others

of the grade." Unless the reporting senior can explain

what the rating means, he or she can leave the subordinate

feeling frustrated as to what to do to improve it. 12

Another area in which trait ratings fall short,

relative to the Porter, Lawler, Hackman performance ap-

praisal criteria, ". . . is that there seems to be very

little correlation between actual work performance and the

ratings. The scales do not measure performance, only the

supervisor's perception of it." 1 3

One Form Used for All Levels of the Organization.

Another weakness of this instrument is that the Marine

Corps Fitness Report is used for all ranks from general to

sergeant. This one-size-fits-all form obviously has

shortcomings in describing the degree of proficiency the

ratee demonstrates on the specific tasks which comprise

his assignment. Lieutenant Colonel David S. Rilling, U.S.

Marine Corps, noted:

The exact same form is used to evaluate a sergeant
as is used to evaluate a sergeant major in the
enlisted rank structure and second lieutenant to
the Commandant of the Marine Corps in the officer
ranks. I believe this is unacceptable given the
complexity of modern warfare if, indeed, it ever
was correct. . . . Generals just do not do the same

121bid.

131bid.
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things that second lieutenants do. Why should
their performance description be the same? l

Rank-ordering Not Suitable for Counseling. Another

serious concern is the reality that counseling a subordi-

nate on his "general value to the service" ranking is very

vexing. In recognition of the potentially deleterious and

devisive effects, the Performance Evaluation System does

not require that the completed report be shown to the man

during the counseling session. 15  There is no question

that the "general value of the service" block is important

to the Marine Corps in identifying persons for promotion

and persons most competitive for key assignments. It is

not, however, useful in facilitating development of the

Marine through performance counseling. To tell a Marine

that two persons were ranked above him, four with him, and

one below him does not provide useful feedback. It does

nothing to apprise him of what behaviors will lead to

improvement. In some cases, admittedly, acquainting a

person with his standing in the rank ordering might pro-

vide motivatior to work harder. Such a technique must be

used with great forethought. It can be as dysfunctional

14 0avid S. Rilling, "Personnel Performance Ap-
Draisal--A Need For Change," Marine Corps Gazette, 64,
No. 4/April, 1980), o. 49.

15U. S. Marine Corps Order P1610.78, Performance
Evaluation Report, Washington, D.C.: Government Print-
Ing Office, 23 February 1977, 0. 3-15.

.. MOM .. _ .. ...
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as it can be motivating and there is no way to tell how an

individual will react.

Narrative Description. Finally, although narrative

descriptions are not, per se, objectionable as performance

coaching/counseling tools, the problem is one of quality

control throughout the Marine Corps. Some officers write

very vivid, useful descriptions of their subordinates.

Some do not. Obviously the latter would be of no help in

attempting to achieve effective counseling. Given the

weight of opinion that the graphic rating scales and the

rank-ordered distribution are deficient as counseling

tools, it would be short-sighted indeed to rely on the

blind hope that all reporting seniors will write suffici-

ently complete narrative descriptions to satisfy the

criteria of ideal performance appraisal. Therefore, nar-

rative descriptions, because all reporting seniors do not

write vivid, useful word pictures, do not qualify as an

adequate tool for effective performance coaching/coun-

seling.

Lack of Uniform Application of MBO Technique

The prescribed procedure for performance coaching/

counseling, using a modified MBO technique, is set forth

in Section 3006 of the Performance Evaluation System. The

section is titled "Counseling." Its provisions are not

anolied in a uniform, acceptable manner throughout the

mar.-e Coos. This can be substantiated by showing that
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(1) the prescribed system is a general, conceptual set of

guidelines with no supplementary instrument to ensure uni-

formity and no administrative controls to encourage com-

pliance, (2) stark, unequivocable evidence ex'sts to show

that performance coaching/counseling duties are being

widely neglected, and (3) reluctance-to-counsel, related

to each of the foregoing and a pervasive phenomenon in

large organizations, is almost certainly present in the

Marine Corps. It can be minimized by understanding why

responsible managers tend to neglect their counseling

responsibilities.

An MBO Concept for Performance Coaching/Counseling.

The Performance Evaluation System provides, aside

from the Fitness Report, for the attainment of the human

resources development objectives, that is, performance

coaching/counseling, using an MBO concept. The MBO con-

cept is, at best, sketchily described. The concept con-

sists of four procedures:

(1) Review with the Marine, individual per-
formance to date.

(2) Evaluate this performance.

(3) Jointly establish a definite target(s)
(i.e., a plan requiring the Marine's efforts) for
maintenance or improvement of performance levels.

(4) Establish a coaching plan (i.e., a plan
requiring the reporting senior's participation) to
guide the Marine toward the target(s) established
in step (3).16

16U. S. Marine Corps Order P1610.79. Oerformance

Evaluation System. op. cit., p. 3-13.
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The description provides examples of both properly

and poorly stated targets. The targets, expressed in

classic MBO style, state the action to be taken, the iden-

tifiable results, and the time limit. 1 7  Two examples

are: (1) "Get a regulation haircut at least once every

ten days," and (2) "Prepare a master list of all third

quarter training requirements by 10 December." 
1 8

In contrast to the Fitness Report which is a formal

document with strict controls governing its forwarding to

Headquarters, U.S. Marine Corps, the MBO concept is nei-

ther supported by a formal document, nor executed in a

controlled, supervised manner. The accomplishment of the

performance coaching/counseling required by this half of

the system is entirely dependent upon the initiative,

self-confidence, and complete professionalism of each

reporting senior. Some are occasionally found wanting for

there is considerable evidence that many reporting seniors

fail to properly coach and counsel.

Evidence of Failure of Reporting Seniors to Coach

and Counsel. Three brief examples are cited of failures

on the part of reporting seniors to coach/counsel in

1 7 Anthony P. Raia, Managina Py Objectives
(Glenview, IL: Scott Foresman, 1974), p. 64.

18U. S. Marine Corps Order P1610.7B. Performance

Evaluation System. op. cit., pp. 3-14 and 3-15.
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accordance with the letter and spirit of the Performance

Evaluation System.

To begin with, the author can personally attest to

the fact that he has never been counseled using an MBO

methodology. In the past ten years he has been meaning-

fully counseled on his performance, in a manner approxi-

mating the spirit of the order, by only three of nine

reporting seniors.

In a perceptive, thorough article discussing the

Marine Corps Performance Evaluation System. Lieutenant

Colonel David S. Rilling comments:

A review of my own jacket reflects that I have re-
ceived . . quite a lot of counseling over the
years. The line-outs in section 23 are all neatly
recorded. While it is very true that I have re-
ceived many o. the-spot personal critiques, such
sessions were never in connection with fitness
reports with the exception, if memory serves cor-
rectly, of three reporting seniors. This aspect of
our system is neglected and needs fine tuning. 1 9

Lieutenant Colonel Donald E. Shaet, U.S. Marine Corps,

recounts an even more revealing annecdote:

Perhaps the most startling illustration of this
occurred in 1975 in the 10th Marines while I was
appraising a fine master gunnery sergeant of the
gist of his fitness report and counseling him on
his performance. He had over twenty years service
at the time. During the session, he developed a
puzzled and surprised look. When I asked what was
wrong, he replied,

"Nothing sir, it's just that I'm surprised you
are taking the time to do this with me. You're the
first one who has done so. Also, I'm a bit puzzled
because, it hardly seems worth your time since you
know I'm ooing to retire in less then six months."

1 9 Rilling, op. cit., p. 52. Note in Figure 1,
Fitness Reoort, that block 23 is to be annotated by the
reporting senior that he has counseled the rated Marine.
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Hard to believe? Yes. However, if you will
reflect for a moment the quality of counseling you
have received or ask others about their performance
counseling experiences, it won't take much investi-
gating to realize that Marine leaders are not doing
as well in this area as they should. 20

Lieutenant Colonel Shaet later observed:

The average Marine leader has the integrity not to
discount these obligations willingly and knowing-
ly. Why is it then that the force of a Marine
Corps order together with a recognized responsi-
bility to maximize resources and ethical require-
ments are not sufficient to ensure that performance
counseling gets done well, if at all? 2 1

Lieutenant Colonel Shaet suggested the answer to the

question--why military officers are reluctant to

counsel--may lie in a review of the management literature

relating to civilian organizations.

Reluctance-to-Counsel. Marine officers are not alone in

their reluctance to counsel subordinates, organization

behavior literature is replete with articles discussing

the problem. Douglas McGregor identified several. Refer-

ring to conventional performance appraisals based upon

trait-oriented and/or rank-ordered instruments he wrote:

The conventional approach, unless handled with
consummate skill and delicacy, constitutes some-
thing dangerously close to a violation of the
integrity of the personality. Managers are uncom-
fortable when they are put in the position of
"olaying God." The respect we hold for the value
of the individual leaves us distressed when we must

20 Donald E. Schaet, "Listen Marine, You Gotta
Treat People Like People," Marine Corps Gazette, 61
(December, 1977), p. 40.

211bid., o. 42.
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take responsibility for judging the personal worth
of a fellow man. Yet the conventional approach to
performance appraisal forces us, not only to make
such judgements and to see them acted upon, but
also to communicate them to those we have judged.
Small wonder we resist!

2 2

McGregor goes on to point out that this resistance

may be sound in that it reflects the manager's concern for

the emotional well-being of his subordinates and his un-

willingness to treat them like physical objects.
2 3

A number of other writers say the problem, in part,

is that managers, as a group, lack training in the philo-

sophy of performance appraisal and related techniques of

effective, non-threatening performance counseling. Robert

C. McCoy noted that the public image of business execu-

tives being "tough minded" tended to be true more in rela-

tion to dealing with facilities, materials, engineering,

and economics than with the effective leadership of sub-

ordinates. Many stumbling employees tend to be carried by

their organization. He suggests that managers avoid

firing obviously incompetent employees for a variety of

reasons:

--some rationalize that the poor employee is better
than none at all,

--maybe he'll quit soon,

--wait for a "Mr. Wonderful" to come along and
handle the problem,

22 Douglas McGregor, "An Uneasy Look at
Performance Appraisal," Harvard Business Review, 35, No.
3 (May/June, 1957), p. 90.

2 3 1bid., pp. 90-91.

• - 4 --
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--some delegate the task to a subordinate,

--some hire external consultants to do the job. 24

It is apparent that leading up to the employee's incom-

petent performance was a general lack of effective or even

attempted performance counseling. McCoy offers the reason

that, in addition to not wanting to "play God," the man-

ager wished to avoid engagement "in a potentially explo-

sive or emotionally disturbing He sug-

gested that training was needed to make managers aware of

how costly to the organization is the avoidance of coun-

seling of average and below average employees.

He pointed out ". . . management has a responsi-

bility to others in the organization--that the maintenance

of 'bad apples' can lead to lowered standards and lower

productivity, culminating in potential disaster for

all."'26  McCoy stressed the need for a method of coun-

seling employees that would be:

. . . less threatening and distressing to the boss

. . . more contributing to management effective-
ness, profit, and performance . . . more humane and
developmental for the unsatisfactory performer. 27

2 4 Robert C. McCoy, "Performance Review: Con-
fronting the Poor Performer," Supervisory Management, 21
(July, 1976), pp. 13-14.

251bid., pp. 12-13.

261bid., p. 15.

271bid., p. 14.

g
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The training problem outlined by McCoy was also

highlighted by John M. Ivancevich, and others, parti-

cularly in terms of integrating the goal-setting process

with the coaching and counseling steps.
2 8

Patricia C. Smith and L. M. Kendall identified

another facet of the reluctance-to-counsel problem. They

point out that the list of traits presented to raters on a

form presupposes the raters agree both with the applica-

bility of the traits and the intrepretation of the

traits. They write:

Without consensus among the raters, more impor-
tantly, the raters cannot be expected to utilize
the scales offered to them with any conviction or
agreement.

Moreover, the rater must be "sold" upon the
desirability of completing the ratings honestly and
carefully, which means that the rating scales must
have face validity for the purposes of the rater
(which include guidance and counseling) .... 29

Thus it is difficult to get a commitment to effec-

tive counseling if the rater has no faith in his instru-

ment. The view of Robert C. Ford and Kenneth M. Jennings

appears to be complementary:

2 8 John M. Ivancevich, and others, "Goal Setting:
The Tenneco Approach to Personnel Development and Manage-
ment Effectiveness," Organizational Dynamics, 7, No. 3
(Winter, 1978), pp. 60-61.

29 Patricia Cain Smith and L. M. Kendall,
"Retranslation of Expectations: An Approach to the
Construction of Unambiguous Anchors for Rating Scales,"
Journal of Applied Psychology, 47, No. 2 (April, 1963),
pp. 149-150.

4
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Performance appraisal problems develop for a
number of reasons. It is relatively easy to
justify an evaluation that is similar to others, is
favorably biased, or is based on some noteworthy
example of performance (good or bad). On the other
hand, this justification becomes far more difficult
when a precise distinction is made with an im-
precise measure or when it is necessary to recall a
steady good performance and compare it with a
sporadic brilliant one. 3 0

A particular problem related to a military situa-

tion is reported in 1963 by Robert A. Zawacki and Peter E.

LaSota, at the time, instructors at the U. S. Air Force

Academy. They noted that:

Commanders are rightly concerned about the
direct conflict between their counseling role and
responsibilities and their role of disciplinarian.
This concern is understandable when one realizes
that few of our present-day commanders have much
management training to supplement the technical
competence that earned then their promotions and
positions of responsibility. 31

This reluctance-to-counsel problem is also related

to the gap between the appraiser's perceptions of the

employee's performance, and the employee's perception of

his performance. This appears to be related to the

"self-concept" identified by Zawacki and LaSota. In the

absence of any feedback at all, or barring negative feed-

back, the employee's concept of self tends to lead him to

3 0Robert C. Ford and Kenneth M. Jennings, "How to
Make Performance Appraisals More Effective," Personnel,
54, No. 2 (March/April, 1977), p. 52.

31 Robert A. Zawacki and Peter E. LaSota, "The Air
Force Supervisor: Giving and Receiving Help," Air
University Review, 25 (January/February, 1974), p. 79.

4
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have a good opinion of himself and efforts.3 2  If the

supervisor's opinion of the efforts is not as sanguine,

any resulting performance interview will be fraught with

conflict.
33

John 0. Colby and Robert L. Wallace go on to say:

Realizing that subordinates are likely to re-
ject their criticism, supervisors frequently avoid
confronting an employee with areas of poor perform-
ance. But the supervisor who doesn't face the
problem will find himself in a serious bind later
because he did not deal with the employee.

34

On the other hand, if the appraiser is weak or

poorly trained, the realization that he must counsel an

employee on his performance may lead, indeed, generally

does lead to a higher evaluation than when explanations of

evaluations are not required.
3 5

As Pogo is reported to have said some years ago,

"We have met the enemy and he is us." The foregoing in-

sights into counseling problems in the civilian sector are

assumed to be operational in the military as well. Cer-

tainly the three military examples of failure to counsel

321bid., op. 78-79.

33 John 0. Colby and Ronald L. Wallace, "The Art
of Levelling with Subordinates about Their Performance,"
Supervisory Management, 20, No. 12 (December, 1975), p.
27.

34 1bid.

3 5William J. Kearney, "Improving Work Performance
Through Appraisal," Human Resource Management, 17, No. 2
(Summer, 1978), p. 19.

f,
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cited in the preceeding section stemmed from some fail-

ing. It is reasonable to conclude the variety of reasons

for reluctance-to-counsel were partly to blame.

Conclusion

A review of the Marine Corps Performance Evaluation

System reveals that this system is not achieving its

stated objective of effective performance coaching/coun-

seling partly because of three existing deficiencies.

First, comparison of the four stated objectives of the

Marine Corps Performance Evaluation System with the

Porter, Lawler, Hackman ideal performance appraisal model,

demonstrates that the Marine Corps system is out of date.

The most obvious deficiency is that the Marine Corps

system has no formal mechanism to identify "most effec-

tive" behavior and "least effective" behavior. Second,

the Marine Corps does not have an appraisal instrument

which is satisfactory as a performance coaching/counseling

tool. Third, the Marine Corps is failing to achieve even

the spirit of its objectives in performance coaching/coun-

seling because it does not have an adequate set of admin-

istrative controls on the coaching/counseling process.

And fourth, these controls plus training of reporting

seniors are essential to minimize the too human tendency

to avoid the stresses of face-to-face performance coun-

seling.

I - . . '



35

At the same time, the Marine Corps' only perform-

ance appraisal instrument, the Fitness Report, does pro-

vide the Marine Corps with relatively uncontaminated

information with which the organization can make key

personnel decisions. The rank-ordered distribution, that

is, the "truth teller," and the narrative description pro-

vide the greatest share of the insight. The Fitness Re-

port is, therefore, well suited to the institutional needs

of the Marine Corps.

What is needed is an instrument, a second instru-

ment, which has the following features:

(1) Behaviorally based to satisfy the criteria
suggested by the Porter, Lawler, and Hackman ideal
performance appraisal system model, and

(2) Integrated into the Performance Evaluation
System with sufficient administrative controls to
ensure that reporting seniors are, in fact, execu-
ting their duties to the letter and in the spirit
intended.

A possible instrument which might satisfy the

Porter, Lawler, and Hackman criteria is behaviorally

anchored rating scales (BARS). No other appraisal system,

with significant coverage in organizational behavior

literature, is so behaviorally based. Since adequate

administrative controls are relatively simple to design,

the critical questions are: do BARS, in fact, satisfy the

Porter, Lawler, and Hackman criteria? Are they feasible

for the Marine Corps?

.......
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Chapters 3 and 4 examine these questions. Chap-

ter 3 is descriptive in nature, in that it describes the

early rationale for the development of BARS and presents,

in some detail, the six-step development process. Chap-

ter 4 is evaluative, in that it examines different view-

points concerning the utility of BARS as a coaching/coun-

seling instrument.

I
-- _ _
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BEHAVIJRALLY ANCHOREE PATNG SCAES BARS,

Because behaviorally anchored rating scales 2ArtS,

are so uniquely benavicral in content a. cif 9 eret frm

other performance aporaisal formats, they *i1. :e 1 >tro-

duced in three steos. First, an example ol a oenaviorally

anchored rating scale (BARS) is presented to enable the

reader to see one dimension of a final product. Second,

the history of BARS develcoment is briefly reviewed to

portray the originally Perceived need and motivation trat

led to the creation of a behaviorally-baseo aQoraisal

system. An understanding of the background will helD the

reader better appreciate the vacuum BARS are intended to

fill. Finally, the procedures used in the development of

BARS are examined in detail to enhance the reader's under-

standing of the method, and his ability to judge foi nim-

self the method's validity and potential.

Preview: A BARS in Hand

With a behaviorally anchored rating scale (BARS) in

hand, it will be somewhat easier to visualize the singular

benefits their early oroponents had in mind, ano to follow

the logic of the development sequence.

37
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Figure 3, Dealing with the Public, is one of six

BARS descr lng the range of job-related, performance be-

haviors expecteo cf a police patrolman in the Dallas
1

Police Deoartment. This set of BARS was developed by

Thomas A. DeCotils as part of a doctoral dissertation.

DeCotiis determined that the precinct patrolman's job is

comprisec of six major dimensions. In addition to "Deal-

ing with the Puolic," the major dimensions are:

(1) Personal and Public Safety.

(2) Breaking in New Officers.

(3) written and Oral Communication.

(4) Maturity, Conscientiousness, Dedication,

Integrity.

(5) Teamwork and Cooperation.

Referring to Figure 3, it can be seen that the be-

haviorally soecific levels of performance are all related

to one specific facet of the overall patrolman's job:

ieaii-g with the oublic. It is also apparent that the

behaviors are listed from "most effective" at the top to

"least effective" at the bottom. Notice that there are

seven behaviors, or incidents on the scale. The number of

incidents, as will be discussed later, will vary depending

on the Job and the research design. Notice also that

-Tlomas A. DeCotiis, "The Develooment and Evalua-
tion of Behaviorally Anchored Rating Scales for the Job of
Police Patrolman," Pho dissertation, University of
Wlsconsir, 1974.), oc. 284-290.

i
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OEALINC WITH THE PUSL!C - Respects the Individuality
or tne citizen, and nelos citizen with matters that
may not be police business; maintains and develoos
the department's image through citizen contacts;
treats each citizen contact as thougn it were im-
dortant; exercises Patience in citizen contacts --
takes time to listen to and calm down the citizen;
maintains own "cool' regardless of citizen effort to
orovoke; avoids antagonizing or abusing citizen.

Read each examole of patrolman behavior and then Out
a check-mark by the example that best reoresents now you
would expect the Patrolman you are rating to typically per-
form in this aspect of his Jo.
7. -- A oatrolman was flagged down by a woman with sev-

erai small cnildren. The wonan told the patrolman
that she had no money or food for herself or her
children. The patrolman assisted the woman in find-
ing emergency help for herself and her children.

6. A oatrolman noticed a new sture about to open on
his beat. The oatrolman went to the location and
introduced himself to the owners, explained available

oolice orograms, and discussed building security witn
them.

5. A patrolman and his oartner were called to a dis-
turoance between a orung man and his wife. The hus-
band told the Patrolmen that ne was going to "work
them over" if they didn't get out of his house. This
Patrolman exolained to the man that they were not
looking for trouble, out only for a way to help the
man and his wife. After about 20 minutes of talkino
the man willingly went to a neighbor's house to spend
the night.

4. A patrolman was called -.0 a domestic disturbance
wnere a man had threatened to kill nis wife. The
oatrolman talked to the man, while the man exolained
his troubles to the Patrolman and calmed himself down.
_. When called to a family disturbance that is still
in the talking stage, the patrolman listens for a few
minutes in order to find out wnat the Problem is. If
the disturbance seems to be getting out of hand, the
patrolman separates the parties and listens to both
sides. He then brings them together again and lets
them try to resolve the oroblem.

2. A motorist was stocoed for running a red light.
The motorist was polite at first contact and sorry
that he had made a mistake. The oatrolmar lectured
the motorist at length about his bad driving habits 4

and ended uO uosetting him.
1. A patrolman stoooeo a motorist for soeedina in an

old run-down car. The patrolman approached the ve-
hicle and said to the driver, "I'm surprised you can
move, let alone exceed the soeed limit in this heao".

Figure 3.

Dealing with the Public

I
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Dealing with the Public is one of six job dimensions. The

number of job dimensions may vary from 5 to as high as

21. Finally, it should be noted that the BARS are devoid

of ambiguous traits and other vague references to person-

ality.

For the benefit of the reader four additional com-

plete sets of BARS are incorporated into this study as

Appendixes C, 0, E, and F. They are interesting because

each is a military application of BARS theory. The ap-

pendixes focus on Naval officers, U.S. Navy recruiters,

West Point cadets, and Marine Corps recruiters. Now, what

do these BARS do that other appraisal instruments do not?

To answer this question it is necessary to review the work

of Patricia C. Smith and L. M. Kendall, the original

researchers and proponents of BARS.

History of BARS Development

The history of BARS development falls into two

periods: the 1960's and the 1970's. In 1963, Smith and

Kendall reported their revolutionary performance appraisal

system in a seminal article in the Journal of Applied

Psychology. This methodology laid dormant until the early

1970's when it attracted a small but ardent following.

1963: The Seed

Smith and Kendall felt that traditional trait-

oriented appraisal instruments developed for organizations

age"



41

by psychologists resulted in the osychologists' values,

interpretations, and beliefs about behavior being imposed

on the raters.
2

As noted in Chapter 2, Smith and Kendall suggested

that traditional rating procedures were not taken seri-

ously by raters because the raters felt the appraisal

instruments lacked face-validity. Smith and Kendall rea-

soned that the lack of face validity led to a decreased

commitment on the part of the raters, and this, in turn,

tended to result in considerable psychometric error. They

hypothesized that valid, reliable appraisal instruments

could be developed with the participation of persons know-

ledgeable in the particular job. They decided upon a

variation of the critical incident method in which a range

of reasonably expectable hypothetical behaviors would be

generated by supervisors familiar with the job for which

the instrument was being developed. The incidents would

be sorted by related types into job dimensions. For in-

stance, all incidents describing some manner of speaking

or writing would probably be grouped into a dimension

titled "communications" and incidents related to an abil-

ity to fix machinery would be grouped under "mechanical

aptitude." Then all behaviors within one dimension would

2patricia C. Smith and L. M. Kendall, "Retransla-
tion of Expectations: An Approach to the Construction of
Unambiguous Anchors for Rating Scales," Journal of Applied
Psychology, 47, No. 2 (1963), p. 149.



42

be scaled in levels from "most effective" to "least effec-

tive." It was reasoned that an employee's actual perform-

ance would reside somewhere along the resulting scales.

It was also reasoned that the participation would lead to

scaled behaviors described in the language related to the

job and reflecting insight into the nature of the job.

This, hopefully, would lead to increased commitment on the

part of the supervisors in completing ratings because of

the obvious validity and usefulness of the descriptions.

Smith and Kendall concluded that:

The potential advantages of scales . . are obvi-
ous; they are rooted in, and referable to, actual
observed behavior; evaluations of the behavior have
been made by judges at least reasonably comparable
to those who will eventually use the scales;• 3

At the time of their original work on the BARS,

Smith and Kendall were attempting to cope with three psy-

chometric problems evident in existing performance ap-

praisal formats: central tendency, halo, and leniency.

Accordingly they expected the BARS would reduce the three

sources of measurement error because:

The use of expected behaviors is intended
to encourage such conscientiousness by making
the predictions (a) so concrete that, in view
of previous agreement by the peer (head nurse)
group, central tendency or hedging effects
will be minimized; and (b) so verifiable that
the insight, judgement, values, etc., of the

3 Ibid., p. 154.
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rater are potentially challenged if later be-
havior of the ratee should fail to confirm the
orediction.

4

It is interesting to note that little, if any, fur-

ther research was performed on the BARS process from 1963,

when the Smith and Kendall article first appeared in the

Journal of Applied Psychology, until 1973. It is worth

noting that the original researcher's interest in the

scales was in large part psychometric and not opera-

tional. Operational refers to the standard organizational

uses of an appraisal instrument: assignments, selection,

promotion, counseling. Psychometric means problems purely

in measurement such as validity, reliability, and error.

The 1970's: The Sapling

In 1973 and 1974 several articles appeared report-

ing fur-ther research into BARS, again, focusing primarily

on psychometric considerations. In 1976, William J.

Kearney wrote his first of three articles on the opera-

tional possibilities of BARS. 5 The Kearney articles, in

4 1bid., p. 151. The word "prediction" refers to
the use of the phrase "Could be expected . . ." which pre-
ceeds each level of behavior within a performance dimen-
sion. This phraseology is used to facilitate the rating
of a person in a particular performance dimension even
though the person's performance relative to that dimension
was not, in fact, observed. Thus Smith and Kendall are
saying that a rater is well advised not to be too generous
in marking an unobserved dimension because subsequent
observation of the ratee in this dimension may not bear
out either an undeservedly inflated or severe rating.

5These articles are cited extensively in Chap-
ter 4.
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the opinion of the author, have been largely responsible

for bringing BARS out of the classroom and into the busi-

ness world.

Before considering in detail the operational prop-

erties of BARS, as well as a number of additional advan-

tages and reported disadvantages, it is necessary to know

how they developed. It will be obvious that a number of

the psychometric problems could stem from a poorly de-

signed or executeo development procedure. Many of the

indirect advantages, however, stem from the development

process as well.

BARS Development Procedures

BARS are developed following a six-step procedure

originally developed by Smith and Kendall in 1963. Since

the publication of their study, over twenty other BARS

studies have been described in periodicals and disserta-

tions. Each of the subsequent researchers used a BARS

development methodology which varied only slightly from

the original Smith and Kendall method. Successive refine-

ments to the basic procedures resulted from insights gen-

erated by each succeeding study. To effectively present

the refinements to BARS methodology it is necessary to

present an overview of the six-step orocess. Then each

step will be described in more detail based upon findings

of the more recent studies.
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It must be borne in mind that the object of the

BARS development process is to break a job down to its

component Darts, that is, into its various job dimen-

sions. Then, within each job dimension, to describe the

range of specific behaviors which an observer can reason-

ably expect to see a worker exhibit. Finally, the behav-

iors within each job dimension must be scaled from that

which is "most effective" in leading to organizationally

desirable results to that which is "least effective." A

feature which contributes to the reliability of the Smith

and Kendall six-step procedure is the separation into two

groups of those equally qualified, job-knowledgeable

supervisors in the organization who will be working with

the researcher. 6  The purpose of the second group, es-

sentially, is to validate the product of the first group.

Table 1 summarizes the six-step process.

6L. L. Cummings and Donald P. Schwab, Performance

in Organizations: Determinants and Appraisal (Glenview,
IT: Scott, Foresman, 1973), p. 94.
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Table 1.

Modified Smith & Kendall
BARS Development Procedure.

7

Step/
Participants Activity

1 Incident Generation
Group A Group A generates an exhaustive list of

critical incidents and mid-range, average
behaviors observed on the job. This
should encompass all incidents from every
imaginable facet of the job.

2 Clustering & Scaling
Group A First, Group A separates the incidents

into clusters of related behaviors. The
clusters, upon further refinement, emerge
as job dimensions. Normally 8 to 12 job
dimensions are identified. Second, the
group scales the behaviors within each
job dimension from "most effective" in
terms of producing organizationally ef-
fective results to "least effective."

3 Retranslation of Clustering & Scaling
Grouo B Group B is provided with the incidents

generated by Group A in Step 1. Group B
then replicates the clustering and scal-
ing tasks performed by Group A in Step
2. At this point the researcher has two
sets of raw, unrefined BARS. This steo
is referred to by Smith and Kendall as
the retranslation step because it re-
sembles the drill wherein a second stu-
dent retranslates back into the original
language a paragraph translated into

7Particia Cain Smith and L. M. Kendall, "Retrans-
lation of Expectations: An Approach to the Construction
of Unambiguous Anchors for Rating Scales," Journal of
Applied Psychology, 47, No. 2 (1963), pp. 151-155.

(!'
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English from a foreign language paper by
a first student.

8

4 Reconciliation of Clusters, Rescaling
Researcher The two groups' results are reconciled if

necessary. Reconciliation will be neces-
sitated by Group 8 identifying more,
fewer, or significantly different job
dimensions than Group A. Group A and B
are asked to agree, if possible, on a set
of job dimensions. To the extent agree-
ment is reached, each group, separately,
reassigns the incidents and behaviors
effected by the reconciliation to the
appropriate job dimension, and rescales
those job dimensions in which changes
have occured. At this point the re-
seacher carefully examines and compares
the results. Those behaviors which were
either not assigned to a job dimension or
were assigned to different job dimensions
by Groups A and B are dropped.

5 Examination for Variance
Researcher Each job dimension is examined Ln de-

tail. The surviving behavioral incidents
are examined for variance relative to the
degree of agreement between Groups A and
B where the specific behaviors should be
located in the "most effective"--"least
effective" behavior scale. This involves
determining the mean scale rating for
each retained incident, and its standard
deviation as well.

8 Marine Corps Order P1510.238, Instructional
Systems Development, describes an alternative method for
analyzing the content of a job. The focus of the order is
the development of training systems by analyzing job con-
tent in considerable detail. The order established a
hierarchy of job-related terms with specific operational
definitions of each. The terms and definitions are:
Job--the duties and tasks performed by a single worker
constitute his/her job. If identical duties and tasks are
oerformed by several individuals, they all hold the same
job; duy--one of the major subdivisions of work performed
by one Individual. One or more duties constitute a job,
task--formed in clusters which make up duties. A task is
the lowest level of behavior in a job that describes the
performance of a meaningful function in the job under con-
sideration. This document and its spin-off will be re-
ferred to in Chapter 6.
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6 Final BARS
Researcher Incidents whose degree of variance lie

within pre-determined limits are re-
tained; those which exceed the limits are
dropped. The retained behavioral inci-
dents residing with the job dimension

agreed upon by Groups A and B constitute
the resultant BARS. Normally the BARS
will be comprised of 8 to 12 job dimen-
sions and from 7 to 9 scaled behavioral
incidents within each job dimension.

From a reading of Table 1, it is reasonably clear

that the development of a set of BARS which "involves con-

siderable developmental effort" 9 is a major project. A

number of the subsequent researchers have reported lessons

learned and insights which should ease the path for future

BARS developers. One or more of the lessons learned and

insights are applicable to each of the six general steps.

The following paragraphs amplify each step based upon re-

cently reported BARS development studies.

Step 1: Incident Generation

Incident generation is relatively complicated.

While it is difficult to describe one step as more impor-

tant than the rest, the first step is the one most fre-

quently alluded to as a source of problems. Lessons

learned and insights fall into four general categories.

Participation of Supervisors. First, Smith and

Kendall hypothesized that supervisors "share some common

9 Cummings and Schwab, loc. cit.

-ii i I I III"s ° " '
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core of experience and of values concerning behavior on

the jobs they will rate. '"1 0  Thus they also have more

first hand knowledge of what behaviors occur on the job,

and of those behaviors, which lead to acceptable perform-

ance. Equally important is that their generation of inci-

dents produces inputs expressed in the language of the

organization. 1 1 '1 2  This use of organizationally pecu-

liar language should result in incidents which are less

ambiguous and more relevant to the persons who will ulti-

mately use the BARS.1 3  Finally, the participation of

supervisors in developing incidents should have a favor-

able impact on both the validity and reliability of the

final BARS.1 4

Number of Incidents Generated. Second, realizing

that a number of the generated incidents will probably be

lOSmith and Kendall, op. cit., pp. 150-151.

llA. Benton Cocanougher and John M. Ivancevich,
"'BARS' Performance Rating for Sales Force Personnel,"
Journal of Marketing, 42, No. 3 (July, 1978), p. 89.

1 2 John P. Campbell and others, "The Development
and Evaluation of Behaviorally Based Rating Scales,"
Journal of Applied Psychology, 57, No. 1 (February, 1973),
p. 15,

1 3 John M. Ivancevich, "Expectancy Theory Predic-
tions and Behaviorally Anchored Scales of Motivation: An
Empirical Test of Engineers," Journal of Vocational
Behavior, 8, No. 1 (February, 1976), p. 73.

1 4 Lawrence Fogli, Charles L. Hulin, and Milton R.
Blood, "Development of First-Level Behavioral Job Cri-
teria," Journal of Applied Psychology, 55, No. 1 (Febru-
ary, 197f), p. .
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set aside because of lack of agreement between Groups A

and B in clustering the incidents under the same job di-

mension, and because of excessive variance, the question

is how many incidents must be generated? There is no

single answer. A well constructed set of BARS is said to

feature 8 to 10 job dimensions with 7 to 9 incidents with-

in each dimension. Accord~ingly the minimum number of

incidents required ranges from 56 to 108, and that is

without setting any aside during steps 3 through 6.

Clearly many more incidents than the minimum range are

needed prior to commencing clustering and scaling.

Goodale and Burke obtained 360 potentially useful inci-

dents in a 1975 study in which BARS were developed for

nurses. After retranslation and examination for variance,

their BARS resulted in 10 dimensions of 6 or 7 incidents

each. As a result they used less than 70 incidents from

their original population of 360.15 Fogli, Hulin, and

Blood generated 251 incidents for grocery store checkout

clerks alone! Although their article did not state the

number which comprised the final set of BARS, this

author's estimate, based on inferences drawn from their

article, is that less than 80 were finally used.
1 6

1 5 Donald P. Schwab, Herbert G. Heneman, III, and
Thomas A. DeCotiis, "Behaviorally Anchored Rating Scales:
A Review of the Literature," Personnel Psychology, 28, No.
4 (Winter, 1975), pp. 557-558.

1 6Fogli, Hulin, and Blood, loc cit.
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It is important, therefore, to generate a large

number of incidents. This author recommends that a mini-

mum of 200 incidents be written prior to advancing to Step

2--Clustering and Scaling. A caveat is that each of the

incidents must be able to tand alone, that is, incidents

cannot be created whimsically simply to generate a minimum

number.

Need for Mid-range Incidents. Third, critical in-

cidents are thr most easily generated. This is because,

as examples of extremely good or extremely poor behavior,

critical incidents are the ones most easily remembered by

supervisors. But BARS require much more information on

job-observable behavior than only the very best and the

very worst examples. Smith and Kendall dealt with the

question as follows:

Use of critical incidents, although ex-
tremely desirable because of reference to
observed behavior (Flanagan, 1949), was eli-
minated since pretests had indicated that be-
cause of variations in the nursing situation a
specific critical behavior often could not
occur and hence could not serve as a basis for
rating; and since most critical incidents
cited tend to be too extreme for good psycho-
metric policy which requires most accurate
rating near the mean, rather than at the
extremes.17

Reliance on critical incidents leaves a void in the mid-

region where the vast majority of behavior tends to take

1 7Patricia Cain Smith and L. M. Kendall,
"Retranslation of Expectations: An Approach to the Con-
struction of Unambiguous Anchors for Rating Scales,"
Journal of Apolied Psycholoav, 47, No. 2 (1963), p. 150.

6-6-
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place. Robert S. Atkin and Edward J. Conlon recommended

concentrating on a central tendency measure in beginning

to build the list of incidents. 1 8  Clearly the genera-

tion of mid-range behavior is a problem the researcher

must be alert to. Generation of useful mid-range be-

haviors, as reported by three different studies, can be

difficult. 1 9'2 0' 2 1  This poses a paradox for the re-

searcher: ". . because most behavior occurs in the

mid-range, it is there that accurate appraisal is particu-

larly necessary. Extremely good and extremely poor per-

formers could probably be identified by much coarser

evaluation systems."
2 2

Techniques for Generating Incidents. Finally, two

studies reported specific techniques to encourage partici-

pating supervisors to produce a set number of incidents.

In one case supervisors were simply asked to describe five

1 8 Robert S. Atkin and Edward J. Conlon, "Behav-
iorally Anchored Rating Scales: Some Theoretical Issues,"
Academy of Management Review, 3, No. 1 (January, 1978),
p. 124.

1 9 1bid.

2 0Richard W. Beatty, Craig E. Schneir, and James
R. Beatty, "An Empirical Investigation of Perceptions of
Ratee Behavior Frequency and Ratee Behavior Change Using
Behavioral Expectation Scales (BES)," Personnel Psychol-
2_y, 30, No. 4 (Winter, 1977), p. 655.

2 1Frank J. Landy and Robert M. Guion, "Develop-
ment of Scales for the Measurement of Work Motivation,"
Organizational Behavior and Human Performance, 5, No. 1
(January/February, 1970),T. lO7.

2 2 Atkin and Conlon, 00. cit., o. 123.
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examples of effective performance and five examples of

ineffective performance.23  In another, supervisors were

given the names and narrative descriptions of the de-

scribed job dimensions and asked to describe for each job

dimension one example each, of good, satisfactory, and
24

poor job behavior. Using either approach the re-

searchers will have no difficulty eliciting two hundred

plus incidents assuming they have a sufficiently large

number of supervisors participating. The second approach

appears to cause the participating supervisors to concen-

trate on the satisfactory mid-range behavior. Another

study accomplished the generation of incidents with a

tightly controlled process in which each participating

supervisor was asked specific questions related to pre-

determined job dimensions by the researcher.
2 5

By specifying the job dimensions the researcher

provided the catalyst around which the participating

supervisors would cluster and scale the incidents in Steo

2 3John fP. Campbell, and others. "The Development
and Evaluation of Behaviorally Based Rating Scales,"
Journal of Applied Psycholocy, 57, No. 1 (February, 1973),
p. 16.

2 4 Sheldon Zedeck, and others. "Development of
Behaviorally Anchored Rating Scales as a Function of
Organizational Level," Journal of Aoplied Psychology, 59,
No. 2 (1974), p. 250.

2 5Lawrence Fogli, Charles L. Hulin, and Milton R.
Blood, "Development of First-Level Behavioral Job Cri-
teria," Journal of Aoplied Psychology, 55, No. 1 (Feb-
ruary, 197 ) pp. 3-4.
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2. In each of tne foregoing examples of "priming the

pump," the reseachers were ensuring the generation of an

adequate number of incidents. In addition they were also

attempting to influence the range of incidents to ensure

the job domain was described completely and exhaustively.

If a job is only partially covered by the generated inci-

dents, the BARS could end up defective. 2 6

Step 2: Clustering and Scaling

Clustering and scaling is somewhat more straight

forward than incident generation. It is actually two

tasks. In the clustering aspect the group attempts to

gather together related behaviors such as communication

skills, organizational ability, reaction under pressure

and so on. Having clustered the behaviors, an attempt is

made to define the job dimension in terms of the behaviors

which appear to comprise the cluster. A concensus is

reached in the group as to the number and definition of

the job dimensions. Then each member makes final adjust-

ments in terms of the job dimension to which the person

has assigned each behavior. 27 At this point the re-

searcher analyzes the result. Seventy percent of the

group members must assign each behavior to the same job

2 6 A. Benton Cocanougher and John M. Ivancevich,

"'BARS' Performance Rating for Sales Force Personnel,"
Journal of Marketing, 42, No. 3 (July, 1978), o. 89.

271bid., . 90.
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dimension for the behavior to be retained.2 8'29'30  This

process is called "agreement."

The researcher may assign any percentage that seems

justifiable. Reports studied reflect percentage of agree-

ment as low as 60 percent. Conversely, one study required

agreement at the 80 percent level. If the percentage of

agreement is less, the behavior is dropped.

Now scaling can begin. Group members now attempt

to scale the incidents on a seven to ten point continuum.

"Most effective" behaviors and "least effective" behaviors

provide the anchors, the less extreme and the mid-range

behaviors fill the center. 3 1  Once the scaling is com-

oleted the researcher has a preliminary set of BARS. Now,

to ensure a higher level of validity and reliability the

generated incidents, less those dropped for lack of agree-

ment, are scrambled and given to Group B for a separate,

independent "retranslation."

Step 3: Retranslation

Retranslation is a reiteration of clustering and

scaling in which the supervisors in Group B work with the

28 0onald P. Schwab, Herbert G. Heneman, III, and
Thomas A. OeCotiis, "Behaviorally Anchored Rating Scales:
A Review of the Literature," Personnel Psychology, 28,
No. 4 (Winter, 1975), p. 558.

29 Cocanougher and Ivancevich, op. cit., p. 90.

30 zedeck and others, loc. cit.

31 Cocanougher and Ivancevich, loc. cit.
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surviving incidents generated by Group A. Retranslation

assures highly specific and non-ambiguous meaning to the

job dimension and eliminates incidents which do not fall

clearly into a single dimension. 32 In this step, the

researchers have the latitude to provide Group B with

identity and definitions of job dimensions developed by

Group A. 3 3  On the one hand, providing the identity and

definitions of job dimensions obviates the cumbersome

reconciliation process, but on the other, it restricts

Group B's original contribution and possibly limits the

degree of validity and reliability that the use of a

second group adds to the project. Prior to scaling, the

researcher will analyze the Group B results to eliminate

those behaviors for which there is less than 70 percent

agreement in assignment to clusters. The retranslation

procedure may lead to unanticipated eliminations.

Smith and Kendall cited the following example:

Some of the eliminations are interesting
in themselves; items designed to illus-
trate "Reaction under Pressure", for
example, were frequently allocated to
"Organizational Ability" or "Knowledge
and Judgment", on the grounds that a
certain degree of crisis is normal in

3 2Schwab, Heneman, and DeCotis, op. cit., p.
552.

3 3 John P. Campbell and others. "The
Development and Evaluation of Behaviorally Based
Rating Scales," Journal of Applied Psychology, 57,
No. 1 (February, 1973), p.T6.
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nursing and ability to meet it involves
primarily establishing priorities and
knowing what to do. 3 4

At this point, however, the researcher has two sets of

unrefined BARS. The researcher may find that the un-

refined BARS have gaps. 3 5  One suggestion has been to

ask the participants to generate additional behaviors

which appear to fill in the existing gaps. The assumption

is that the "filler" behaviors would be mutually agreeable

to both groups.

Step 4: Reconciliation

Reconciliation, if it is necessary, is accomplished

prior to examining for variance. A number of the studies

reflected that researchers acting as facilitators in the

first three steps made unnecessary subsequent reconcilia-

tion of the Group A and B results. 3 6 '3 7' 3 8  An interest-

ing corollary to this problem is the studies in which both

3 4 Patricia Cain Smith and L. M. Kendall, "Re-
translation of Expectations: An Aporoach to the Construc-
tion of Unambiguous Anchors for Rating Scales," Journal of
Applied Psychology, 47, No. 2 (1963), pp. 152-153.

3 5 Campbell and others, loc. cit.

3 6 Campbell and others, loc. cit.

3 7 Lawrence Fogli, Charles L. Hulir,, a, Milton R.
Blood, "Development of First-Level Behavira r1-
teria," Journal of Applied Psychology, 55, No. 1 (Reb-
ruary, 1971), p. 4.

3 8 Timothy J. Keaveny and Anthony R. mcGann, "A
Comparison of Behavioral Expectation Scales and Graphic
Rating Scales," Journal of Apolied Psycholocv, 60, No. 6
(1975), p. 696.I
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supervisors and workers participated in the incident gen-

eration and clustering/scaling steps. In these situations

it was found that the incidents and subsequent clusters

would be basically in agreement but the workers would de-

velop one or more job dimensions that were distinctly dif-

ferent from one or more of those developed by super-

visors. 3 9  The conclusion is that persons at different

levels in the organization will have different perceptions

of the job domain.
4 0'4 1

Step 5: Examination for Variance

Examination for Variance is the quality control

measure related to scaling. All members of Groups A and B

scale each retained incident within the job dimension

using a lO point scale. The scale numbers assigned by

each member of Group A and Group B for each incident are

summed, averaged, and computed for standard deviation. If

the result shows the incident to have a standard deviation

of less than 1.50, that behavior is retained. At the dis-

cretion of the researcher the standard deviation criterion

3 9 Sheldon Zedeck and others, "Develooment of
Behaviorally Anchored Rating Scales as a Function of
Organizational Level," Journal of Applied Psychology, 59,
No. 2 (1974), pp. 249-250.

4 0 1bid., p. 251.

4 1Milton R. Blood, "Spin-offs from Behavioral
Expectation Scale Procedures, "Journal of Applied Psychol-
ogy, 59, No. 4 (August, 1979), pp. 513--4.
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can range between + or - 1.00 and + or - 2.00.42,43,44

The behavior is inserted in the final BARS at a point on

the scale that represents its scalar average.

Step 6: Final BARS

The Final BARS are compiled once the examination of

variance has been completed. The BARS are comprised of

those surviving incidents which are now clustered in re-

lated job domains and scaled in a hierarchical fashion

along a range of 10 to 0. As a rule there will be from 8

to 12 job dimensions with 7 to 9 incidents each.4 5  It

is not necessary or even desirable to stay within the

indicated ranges if there is sufficient reason for greater

or lesser numbers of job dimensions or incidents. One

study reported 21 job dimensions.4
6

As a last adjustment, the researcher frequently

drafts each behavior such that it reads "could be expected

to . . ." This convention was begun by Smith and Kendall

who believed that:

42 Schwab, Heneman, and DeCotiis, op. cit., pp.

558-559.

4 3Zedeck and others, op. cit., p. 250.

44 Campbell and others, loc. cit.

4 5Robert S. Atkin and Edward J. Conlon, "Behav-
iorally Anchored Rating Scales: Some Theoretical Issues,"
Academy of Management Review, 3 No. 1 (January, 1978),
p. rc.

46Zedeck and others, op. cit., pp. 250-251.
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.Calling for the rater to make such pre-
dictions implies that he is willing to infer from
observations of behavior, that he has his own--at
least implicit--belief about the intercorrelation
of behaviors.

4 7

The "could be expected. . "' format is mentioned

consistently in BARS related literature. Paradoxically

none of the BARS examples which accompany this study were

expressed in the predictive manner.

Assuming BARS were put to a Marine Corps applica-

tion the necessity to make predictions should be obviated

by the tendency of most officers to know their men well

and to observe their performance throughout a marking

period. For a reporting senior to fail to have such know-

ledge is considered to be poor leadership.

Summary

It can now be appreciated why behaviorally anchored

rating scales have such an intuitive appeal. The example

of a BARS, Dealing with the Public, provided the reader

with a set of behavioral descriptions that he was easily

able to relate to his observations of police officers over

the years. Hopefully, the reader was able to recall

police officers whose behavior would have matched that

behavior described at the "most effective" end of the

scale. Possibly the reader recalled some behavior that

4 7Smith and Kendall, op. cit., p. 150.
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would be Pegged further down the scale. In either case,

there is little question that the BARS, Dealing with the

Public, has considerable surface validity. The example

was followed by a review of the history of BARS develop-

ment. This review enabled the reader to appreciate the

vacuum which BARS are expected to fill. Finally, the

detailed description of the six-step process acquainted

the reader with the uniquely behavioral content of a BARS

and the careful, circumspect process by which they are

developed. From the foregoing, it can be seen that BARS

are worth considering carefully as a potential coaching/

counseling irstrument for the Marine Corps.

This chapter has been essentially descriptive and

non-judgmental. The following chapter is evaluative in

nature. BARS will be examined from the viewpoints of the

protagonist as well as the antagonist. At the end of the

chapter the reader will have a considerably clearer

picture of the full potential of BARS as a performance

coaching/counseling instrument.

....... ....



Chapter 4

VIEWPOINTS ON BARS

In the growing body of literature on the subject,

behaviorally anchored rating scales (BARS) have been

praised for their usefulness as a counseling tool and

feedback mechanism, and beca-use the development process

provides unforeseen benefits to the organization, over and

above counseling advantages. At the same time, they have

been criticized for psychometric reasons and for research

design considerations. In evaluating BARS, it is useful

to consider these viewpoints, but only from the aspect

from which they address BARS. Both the favorable and the

unfavorable comments must be carefully scrutinized before

making the decision to accept or reject BARS as a coach-

ing/counseling instrument. It is as serious to accept

BARS for favorable but fallacious reasons as it is to dis-

count them for unfavorable yet easily rectified criticisms.

There are five different collective viewpoints on

BARS. The first four relate directly to BARS as a per-

formance appraisal concept; the fifth pertains to spin-off

benefits from the development process. The first set of

viewpoints reflects specific advantages determined by be-

havioral scientists in the conduct of their studies. The

second set of viewpoints are positive operational charac-

teristics attributed to BARS. While a number of managers

62
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and scholars have written on this topic, the focus is on

one author to show the development of thought in this area

over a relatively short time. The third set of viewpoints

is directed toward psychometric properties of BARS. Con-

s'.derable disagreement can be found on the subject of BARS

psychometrics. The fourth set of viewpoints encompasses

disadvantageous aspects of BARS as seen by a number of

researchers. Fifth, and finally, are benefits attributed

to BARS which are not specifically related to the perform-

ance appraisal process.

Advantages of Using BARS

Researchers have identified five significant ad-

vantages of BARS over traditional rating formats. The

advantages are (1) identification of major job components,

(2) clear and unambiguous language, (3) ability to pin-

point employee behavior, (4) reduction of disagreement

between rater and ratee, and (5) improvement of perform-

ance.

Identification of Major Job Components

Among the primary operational advantages of BARS

over other forms of appraisal instruments, particularly

traditional formats such as graphic rating scales, rank

ordering, etc., is that the major dimensions of the job
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are identified through the incident generation and clus-

tering techniques. 1'2  Job dimensions, coupled with the

description of each dimension written in behavioral terms,

enable the supervisor to communicate more effectively the

supervisor's expectations to the new employee. Job de-

scriptions derived through the BARS development process

are considered to be superior to job descriptions prepared
3

through other means.

Language of BARS is Clear and Unambiguous

Because BARS are written with supervisors' input,

they are likely to result in clear and unambiguous termin-

ology. Not only the terminology but the fact that job

knowledgable persons participated in the development pro-

cedure may promote greater acceptance of the appraisal by

both the rater and the ratee. It is predicted that

such acceptance "may have a direct positive impact on the

1Thomas A. DeCotiis, "An Analysis of the External
Validity and Applied Relevance of Three Rating Formats,"
Organizational Behavior and Human Performance, No. 19
(August, 1977), p. 249.

2 Donald P. Schwab, Herbert G. Heneman, III, and
Thomas A. Deotiis, "Behaviorally Anchored Rating Scales:
A Review of the Literature," Personnel Psychology, 28, No.
4 (Winter, 1975), p. 559.

3 wendell L. French, The Personnel Management
Process (4th ed.; Boston: Houghton Mifflin, 1978), pp.
173-180.

4 A. Benton Cocanougher and John M. Ivancevich,
"BARS' Performance Rating for Sales Force Personnel,"
Journal of Marketing, 42, No. 3 (July, 1978), p. 90.
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reliability of the ratings. ''5  Reliability, as well as

validity, is important in performance appraisal. In fact,

concern with psychometric error was one of the primary

reasons driving Smith and Kendall's original research on

BARS.

Pin-Point Employee Behavior

The scaled behaviors enable the supervisor to accur-

ately pin-point an employee's behavior. While the scales

are not finite, the "most effective" to "least effective"

behavior enables the supervisor to juxtapose upon or to

insert the observed behavior between articulated behaviors

recorded on the BARS for the particular job dimension.

From the viewpoint of individual and organizational de-

velopment the task is actually one of motivating the em-

ployee to strive for a higher level behavior. Even the

most enthusiastic proponents of BARS, however, admit that

having BARS available for coaching and counseling does not

either guarantee that the rated employees will want to

know where they stand, or ensure that the rating super-

visors will overcome their afore mentioned reluctance to

counsel.6 At this juncture, concepts of motivation such

as Expectancy Theory, Path-Goal Theory, and Equity Theory,

which are beyond the scope of the thesis, come to bear.

5Schwab, Heneman, and OeCotiis, op. cit., p. 552.

6William J. Kearney, "Improving Work Performance
Through Aporaisal," Human Resource Management, 17, No. 2
(Summer, 1978), p. 23.
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Then by identifying on-the-job behavior and placing it in

the hierarchy of evaluated behaviors, the supervisor is in

a much better position, both during the initial employee

orientation and the performance appraisal interview employ
7

these very plausible motivation theories. The point is

that BARS address the sources of rater and ratee resis-

tance to effective performance counseling. They "provide

clear-cut goals, a useful method of measuring behavior for

improvement, and feedback in a form that makes changing

behavior and performance easier." 
8

Reduction of Rater-Ratee Disagreement

Related to the reluctance to counsel is the fear

that the person being counseled will react negatively to

the counseling. Frequently, the reason for the negative

reaction is an honest disagreement with the rater over the

frequency of occurance of past behaviors which led to the

result recorded on the performance appraisal. An impor-

tant study by Richard W. Beatty, Craig E. Schneier, and

James R. Beatty concluded that use of BARS reduces rater-

ratee disagreement concerning the job behavior of the

ratee. In this study, the effectiveness of BARS was com-

pared against two other appraisal formats. One was a

7James G. Goodale and Ronald J. Burke,
"Behaviorally Based Rating Scales Need Not be Job
Specific," Journal of Applied Psychology, 60, No. 3 (June,
1975), p. 389.

8 Kearney, loc. cit.

kL-
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single, global, 100 point scale of overall performance;

the other was a series of job dimensions each featuring a

five-point, adjective-anchored scale. The BARS, because

they are behavioral in nature coupled with their other

development features, were demonstrated to be clearly

9
superior. The impact of this finding is very impor-

tant. It suggests that BARS have the potential to reduce

significantly the amount of reluctance to counsel and

presumably, to be counseled, that stems from rater-ratee

disagreement. 10

Improvement of Performance

A most significant finding in the same study pro-

vides the single most persuasive argument for the adoption

of BARS. BARS were compared with the other two formats to

measure effectiveness as a means of improving perform-

ance. The authors concluded that BARS "may be useful in

improving performance if clear performance expectations

are agreed upon and specific (behavioral) feedback is

given ratees. ' l  The performance expectations referred

to are the scaled behaviors within each job dimension.

9 Richard W. Beatty, Craig E. Schnei.r, and James R.
Beatty, "An Empirical Investigation of Perceptions of
Ratee Behavior Frequency and Ratee Behavior Change Using
Behavioral Expectation Scales (BES)," Personnel Psycho-
logy, 30, No. 4 (Winter, 1977), Op. 650-653.

1 OIbid.

llBeatty, Schnei r, and Beatty, oo. cit., Q. 653.
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The feedback is assisted by using the scales to observe,

analyze, and coach the employee concerning the improvement

of his on-the-job behavior. BARS are uniquely able to

facilitate feedback on a behavioral basis. No other form

of performance appraisal instrument known to the author

facilitates the unambiguous statement of behavioral ex-

pectations and rendering of objective feedback to the

degree that BARS do.

An equally important study related to performance

and attitudes toward performance appraisal was reported by

John M. Ivancevich in the April, 1980, Journal of Aoplied

Psychology. He conducted a study over a twenty month

period of professional engineers in a large corporation.

The purpose was to compare the effectiveness of behavior

expectation scales (BES) against the company's long-

standing, familiar, trait evaluation system. 1 2  The

study tested the following two hypotheses:

(a) Engineers being rated with a BES will report
more favorable reactions to performance evaluation
characteristics, less job-related tension, more job
satisfaction, greater organizational commitment, and
higher internal motivation than engineers being
rated with a trait based system. (b) E gineers
being rated with the BES will show more improvement
on three performance measures--cost, scheduling, and
grievances--than engineers being rated by a trait
evaluation system.13

1 2 John M. Ivancevich, "A Longitudinal Study of
Behavioral Expectation Scales: Attitudes and Perform
ance." journal of Applied Psycholooy, 65, No. 2 (April,
1980), pO. 139-146. Behaviorally anchored rating scales
(BARS) are referred to by a number of behavioral
scientists as behavioral expectation scales (BES).

131bid., o. lLO.

... .. .. . .. . " .. . u ' .... I IiliI I~i ii i
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Ivancevich concluded:

The results indicate, however, that the BES system
engineers showed and reported more improvements in
attitudes and performance than engineers using the
trait system.

The positive improvements in attitudes and
performance were certainly welcomed by the manage-
ment of the organization. They are also especially
significant when one considers that the BES raters
received no formal training using the scales, only
some of the raters were actually involved in the
development of the BES, and the system was in use
for just 18 months. 1 4

Operational Characteristics of BARS

William J. Kearney has written three thought-

provoking articles on the operational characteristics of

BARS. The first article presented a broad concept for

BARS used as a coaching/counseling instrument. The second

article focused on the capability of BARS to provide

specific, descriptive feedback. The third, and most

recent article, suggests that managers use management by

objectives (MBO) nnd BARS as integrated, uomplementary

techniques with which to assess behavior, performance,

effectiveness, and results.

In 1976, in his first BARS article, Kearney noted

that organi:ations hope to achieve two ends from their

appraisal instruments: judgmental and developmental.

Judgmental ends enable management to make decisions on

1 4 Ibid., p. 145.
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promotions and transfer; developmental ends enable man-

agers to coach and counsel individual subordinates for the

overall benefit of both the man and the organization.

Managers cannot, he advises, achieve both from the same

instrument.
1 5

No single system can deal effectively with all
the problems encountered in performance appraisal.
Behaviorally based performance appraisal is no ex-
ception. However, it deals more effectively with
the assignment than most other systems, such as
trait rating, ranking, forced distribution, critical
incidents, and management by objectives. The main
characteristics are these:

It emphasizes development goals.

It is job specific.

It identifies definite, observable and meas-
urable behavior.

It differentiates between behavior, performance
and effectiveness (results). 1 6

He stated BARS have five advantages over other ap-

praisal methods: (1) appraisals are based upon observed

behavior taken at regular intervals and are not trait re-

lated; (2) behavior observed during the interval can be

matched with the results obtained, this gives the manager-

appraiser substance with which to motivate the appraisee

for improved performance; (3) the appraisal instrument is

used by the persons who developed it, thus the appraisers

both understand the instrument and have a commitment to

1 5 William J. Kearney, "The Value of Behaviorally
Based Performance Appraisals," Business Horizons, (June,
1976), pP. 75-77.

161bid., p. 77.



71

it; (4) related training programs can be developed which,

on the one hand, improve the individual, and on the other,

directly effect organizational performance; and (5) the

development process for BARS, because it includes partici-

pation by organization members, identifies job behaviors

which are effective, ineffective, in between, and ambi-

valent and thus facilitates the organization's ability to

clarify policies associated with each behavior.
1 7

In 1978, Kearney, focusing on the counseling and

feedback problems inherent in performance counseling,

wrote:

An examination of the nature of behavioral job
descriptions and BARS suggests their advantages in
providing feedback. Behavioral job descriptions
focus on results. Since these appear on the job
description, they are conveniently available for the
job incumbant to use in self-evaluation through the
appraisal period. Thus, there should be few sur-
prises in the appraisal interview because continuous
feedback is available. If for no other reason this
advantage should encourage serious consideration of
behavioral job descriptions. BARS provide data on
behavior, not the person. This feedback does not
challenge the individual as a person and therefore
causes less defensiveness. Moreover . . . (see
Figure 1) . . . information is in a form that most
closely meets the rules for giving effective feed-
back:

-- it is specific rather than general

--it is descriptive rather than evaluative

--it concentrates on behavior that can be
changed

--it avoids the "why" behavior

171bid., pp. 81-82
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--it is capable of validation by the receiver

--it is timely. 18

More recently, in a 1979 article, Kearney has linked

BARS to Management by Objectives (MBO). He notes that

those employees who fail to achieve objectives set in an

MBO process, may have no formal analytical apparatus

available to them to identify exactly why the performance

was below goal. Assuming the organization has developed

BARS appropriate to the employee's job, Kearney suggests

that development of more effective job skills by the em-

ployee be integrated into the action planning step during
19

the next iteration of the organization's MBO sequence.

Most recently, Craig Eric Schneier and Richard W.

Beatty have developed integrated performance appraisal

formats which combine effectiveness-based MBO measures

with behaviorally-based BARS. Particularly noteworthy,

according to the authors, is the format's ability to

assist in the diagnosis of performance problems of the

type referred to in the preceeding paragraph. Schneier

and Beatty have described their proposal as an "integrated

behavior-based/effectiveness-based PA format." 2 0  Their

1 8 William J. Kearney, "Improving Work Performance
Through Appraisal," Human Resource Management, 17, No. 2
(Summer, 1978), p. 22.

19William J. Kearney, "Behaviorally Anchored Rat-
ing Scales--MBO's Missing Ingredient," Personnel Journal,
58, No. 1 (January, 1979), pp. 22-24.

2 0 Craig Eric Schneier and Richard W. Beatty,
"Combining BARS and MBO: Using an Appraisal System to
Diagnose Performance Problems," The Personnel Admini-
strator, (Summer, 1979), p. 56.
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article provides three superlative figures which graphi-

cally portray a method for developing behavioral inci-

dents, integrating the incidents with effectiveness-based

criteria, and formating the combination into a clear,

understandable instrument.

Psychometric Characteristics of BARS

In twenty-seven separate studies reviewed by the

author in which a set of BARS were developed, twenty-two

of the studies concentrate in whole, or in part, on psy-

chometric aspects of BARS. Although a variety of psycho-

metric measures were studied, those measures reported most

frequently were leniency effects, dimension independence

and reliability. 21 This concern with psychometrics is

not surprising when one remembers that Smith and Kendall's

original research was performed, in part, to develop a

oychometrically superior performance appraisal method.

For instance, Smith and Kendall hoped to develop an

instrument which would enhance validity and interrater

reliability, and reduce leniency and central tendency

errors. Indeed, they were able to conclude that the BARS

2 1Donald P. Schwab, Herbert G. Heneman, III, and
Thomas A. DeCotiis, "Behaviorally Anchored Rating Scales:
A Review of the Literature," Personnel Psychology, 28, No.
4 (Winter, 1975), pp. 553-557.

. ... . . . . ... ... . .. . I l~ l lll - .. .. i . .. . . . . . . . ..... . . ... . -i ! . : ! i
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they developed achieved a high degree of scale reliabi-

lity. 2 2  Other studies also reported BARS to have highly

favorable pyschometric properties. 2 3  But there is a

problem, not all subsequent studies have resulted in find-

ings that BARS are psychometrically superior to other rat-

ing formats.
2 4

Opinion Divided on Psychometric Superiority

A number of articles, besides Smith and Kendall,

credit BARS with enhancing one or more pyschometric char-

acteristics such as reduced halo, leniency, central tend-

ency, and interpersonal bias error. 25 Roughly an equal

number of studies are unable to support the findings of

earlier studies, however, relative to the same charac-

teristics. 26 None of these articles have suggested that

BARS are decidely inferior to traditional performance ap-

praisal instruments. Other authors have reviewed the

2 2 Patricia Cain Smith and L. M. Kendall, "Retrans-
lation of Expectations: An Approach to the Construction
of Unambiguous Anchors for Rating Scales," Journal of
Applied Psychology, 47, No. 2 (1963), p. 154.

2 3Schwab, Heneman, and DeCotiis, op. cit., pp.

550-552.

2 4 Ibid.

2 5 A. Benton Cocanougher and John M. Ivancevich,
"'BARS' Performance Rating for Sales Force Personnel,"
Journal of Marketing, 42, No. " (July, 1178), p. 93.

2 6 Thomas A. Decotiis, "An Analysis of the External
Validity and Applied Relevance of Three Rating Formats,"
Organizational Behavior and Human Performance, No. 19
(August, 1977), p. 248.
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literature to attempt to reconcile the disparate results.

Their general approach is to analyze and critically review

the design of each study in an attempt to trace the pos-

sible sources of the conflicting findings. The value of

the proponent articles, and the articles which seek to

synthesize or reconcile conflicting findings is that, in

the aggregate, they represent all that has been learned

about BARS to date. This body of BARS knowledge enables

future researchers to design better studies. But it

leaves one uncertain as to whether the psychometric proo-

erties of BARS are a positive, negative, or neutral factor

in a decision to adopt or not to adopt BARS.

Psychometrics: A Neutral Factor

It is not possible to conclude that BARS, as a

genre, possess superior psychometric characteristics. The

issue of superior psychometric properties may be dependent

upon the specific research design and BARS development

process used in a particular study.2 7  Perhaps it is

safest to conclude that a specific set of BARS, pain-

stakingly and circumspectly developed, incorporating all

the pitfalls and lessons learned from earlier efforts,

could possess superior psychometric properties. It is

2 7H. John Bernardin, and others, "Behavioral Ex-

pectation Scales: Effects of Developmental Procedures and
Formats," Journal of Applied Psychology, 61, No. 1 (Febru-
ary, 1976), pp. 78-79.

I!
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reasonable to assume that the nature of the job being re-

searched, the knowledge of the researcher, and the exacti-

tude of the BARS development effort will contribute to the

psychometric properties being optimized. It is the

author's opinion that, at worst, psychometric properties

are a neutral issue in a decision to develop BARS. This

is particularly so if one assumes that his organization's

present performance appraisal instrument is also prone to

psychometric error.

Given that psychometric characteristics are at worst

a neutral factor, a BARS development decision will obvi-

ously hinge on an assessment of advantages versus disad-

vantages. What, then, are other disadvantages and

potential problems that have been attributed to BARS?

Disadvantages and/or Short-comings of BARS

Five disadvantages and/or short-comings of BARS have

been cited. They are: (1) high cost, (2) problems gener-

ated by discarding behaviors during the development pro-

cess, (3) the complexity of behavior, (4) dislike of the

format, and (5) necessity for training.

High Cost in Terms of Supervisor Participation

Development of a set of BARS requires a significant

investment in time and requires that supervisors partici-

pating in the development be away from their primary

I
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duties during the development process. 2 8  One to two

weeks can be taken in indoctrinating supervisors, gener-

ating incidents, and clustering and scaling.
2 9

BARS are highly job specific. The same set of BARS

could not be used both for warehousemen and inventory con-

trol technicians on one hand, or for clerk/typists and

administrative assistants on the other. 30 Each separate

job has a separate set of BARS. Thus it is more cost ef-

fective to develop BARS if there are a large number of

persons doing one job than if there are only a few. 3 1

Once developed BARS may need periodic, even frequent, up-

dating as job content changes over time. 32 This updat-

ing process will generate additional costs.

Problems Caused by Discarding

Behavior Descriptions

This problem, which stems from the discarding of

generated incidents during the "agreement" process and the

2 8 James G. Goodale and Ronald 3. Burke, "Behavior-
ally Based Rating Scales Need Not be Job Specific," Jour-
nal of Applied Psychology, 60, No. 3 (June, 1975), p. 389.

2 9 Statement by Walter C. Borman, management con-
sultant and author of several articles on BARS, personal
interview, Minneapolis, Minnesota, 4 April 1980.

3 0 A. Benton Cocanougher and John M. Ivancevich,

"'BARS' Performance Rating for Sales Force Personnel,"
Journal of Marketing, 42, No. 3 (July, 1978), p. 94.

3 1William J. Kearney, "Improving Work Performance
Through Appraisal," Human Resource Management, 17, No. 2
(Summer, 1978), p. 21.

3 2Walter C. Borman and W. Robert Vallon, "A View
of What Can Happen When Behavioral Expectation Scales are
Develooed in One Setting and Used in Another," Journal of
Applied Psychology, 59, No. 2 (April, 1974), p. 200.
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analysis of variance "may have some potentially negative

implications for the construct validity of the final

BARS." 3 3  Raising the criteria for agreement from 60% to

80% will drop out potentially valid behavioral incidents.

The converse is that lowering the criterion for agreement

dilutes the independence of each job dimension, for it

means that conceivably 40% of the supervisors believe that

a particular behavior should be listed under another job

description. In a related Problem, it can be shown that

raising the standard deviation criterion tends to drop out

more mid-range behaviors than extreme range behaviors.
34

The complication raised by dropping too many behaviors is

that an insufficient number of incidents remain to ade-

quately describe the behavioral domain of a particular job
35

dimension.

Complexity of Behavior

Common experience suggests that highly effective

performance can be achieved by different persons exhibit-

ing different behavior. Similarly, a single person can

achieve high performance by a variety of behaviors. The

point is that more than one type of behavior within a job

dimension can lead to high performance.

33 Donald P. Schwab, Herbert G. Heneman, III, and
Thomas A. Decotils, "Behaviorally Anchored Rating Scales:
A Review of the Literature," Personnel Psychology, 28, No.
4 (Winter, 1975), p. 559.

3 4 1bid.

3 5Ibid., p. 558-559.
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Thus, it may be that raters perceive job per-
formance as a configuration or gestalt of behaviors,
and not as an event . . . If so one would expect a
rater to experience considerable difficulty in gen-
eralizing from a specific behavioral anchor to
typical ratee behavior. 36

Therefore the behavior that leads to effective performance

within a job description is much more complex than a

single behavioral incident can hope to describe.

Dislike of the Format

Two studies comparing BARS with other formats sug-

gest that raters find the BARS format too complex. In one

study comparing BARS with a graphic rating scale format,

the graphic rating scale was preferred by raters. 3 7  In

a study comparing graphic rating scales of traits, numeri-

cally anchored rating scales (NARS) and BARS, the BARS

ranked last in general preference, ease of understanding,

ease in performance counseling, and ability to satisfy

training needs.
3 8

3 6 Thomas A. OeCotiis, "An Analysis of the External
Validity and Applied Relevance of Three Rating Formats,"
Organizational Behavior and Human Performance, No. 19
(August, 1977), pp. 264-265

3 7Barry A. Friedman and Edwin T. Cornelius, III,
"Effect of Rater Participation in Scale Constuction on the
Psychometric Characteristics of Two Rating Scale Formats,"
.Journal of Applied Psychology, 61, No. 2 (April, 1976), p.
215.

380eCotiis, p. cit., p. 260.
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Necessity for Training

Several studies point to the necessity to train

raters in the purpose and use of BARS.3 9  Because BARS

are relatively more complicated than other appraisal for-

mats, rating performed using the BARS format ". . might

benefit substantially from such training. '40 The train-

ing must be extended to teaching raters how to observe

work-related behavior more competently. 41 Another

article suggested the scope of the training include self-

appraisal by raters, ". . .exercises, cases, video-tapes,

role playing and other similar approaches. . . to help

raters identify and work to correct their own particular

rating deficiencies. ,
4 2

"Spin-offs" from BARS Development

Now that the positive, neutral, and negative fea-

tures directly related to BARS as a coaching/counseling

39 1t is hard for a person with a military back-
ground to consider "training" on BARS purposes and use to
be a disadvantage. Within a military organization train-
ing is conducted on the organization's performance ap-
praisal system regardless of the format. In fact, train-
ing ensures increased quality in the completed performance
appraisals.

4 0 Walter C. Borman and Marvin D. Dunnette, "Be-
havior Based Versus Trait-Oriented Performance Ratings:
Am Emperical Study," Journal of Applied Psychology, 60,
No. 5 (October, 1975), p. 565.

4 1 Ibid.

4 2Cocanougher and Ivancevich, op. cit., o. 93.
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instrument have been examined, it is worthwhile to look at

the indirect, "spin-off" benefits that accrue to the orga-

nization that develops 8ARS. In reviewing the "spin-off"

features one finds that not all benefits must be related

to performance appraisal. Indeed, whether an organization

uses BARS for performance appraisal or not, the tangential

benefits alone may make the development process very use-

ful and profitable. 43 Essentially there are five

benefits:

1. supervisors broaden awareness of the job,

2. development procedures measure effectiveness of
internal communications,

3. ambiguous behavior, upon which
there is little agreement as to degree of
job effectiveness, is identified,

4. potential equal employment opportunity problems
are defused, and,

5. a wealth of training information results from
the identification of effective behaviors.

Supervisors Broaden Awareness

Supervisors who participate in the development

process learn much about their expectations of the tasks

they expect their employees to perform. It forces super-

visors to think about what the job really entails. This

leads to improved communication between supervisor and

43 Richard W. Beatty, Craig E. Schner, and James
R. Beatty, "An Empirical Investigation of Perceptions of
Ratee Behavior hange Using Behavioral Expectation Scales
(BES)," Personnel Psychology, 30, No. 4 (winter, 1977),
p. 656.

a.j
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44

subordinate. In particular, it forces supervisors to

consider carefully what goes into achieving effective per-

formance. The defining of effective performance and

evaluating subordinates accordingly is an integral but

frequently neglected part of management. 45 And paren-

thetically, in the military, it is an integral but frequ-

ently neglected component of leadership.

Measure Effectiveness of Internal Communications

In a number of cases the BARS development procedures

involved the use of both managers and production workers.

In cases where managers agreed a particular behavior was

effective, but production workers did not, the difference

of opinion was considered to stem from cne of two prob-

lems. Either the managers hac failed to communicate to

the production workers that the behavior was effective,

or, the production workers had failed to enlighten the

managers why the behavior should not be considered as ef-

fective behavior. 4 6  Either case identifies a problem in

4 4 Robert E. Pitts and Ken Thomoson, "The Super-
visor's Survival Guide: Using Job Behavior to Measure
Employee Performance," Supervisory Management, 24, No. 1
(January, 1979), p. 28.

4 5John P. Campbell, and others, "The Development
and Evaiuation of Behaviorally Based Rating Scales,"
Journal of Applied Psychology, 57, No. 1 (February, 1973),
p. 22.

4 6 Milton R. Blood, "Spin-offs from Behavioral
Expectation Scale Procedures," Journal of Applied
Psychology, 59, No. 4 (August, 1974), p. 514.

L b " . . i I- . . .. . ... . . . .... .. .. . . . . ..
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internal communications effectiveness which management can

now take steps to correct.

Ambiguous Behavior Identified

The scaling step in the development process identi-

fies behaviors upon which there is both agreement and dis-

agreement relative to effectiveness. The behaviors which

survive the analysis of variance are retained. The dis-

carded behaviors are also of value because management is

able to decide what its policy should be toward such be-

haviors. If a frequently occuring behavior is discarded,

management should decide whether such behavior should be

encouraged or discouraged.47 Similarly, an item with

infrequent occurance and large variance, particularly if

its mean scale value would suggest it to be basically an

effective behavior, can be examined to refine the organi-

zational policy toward that behavior. 48

Equal Employment Opportunity Considerations

The BARS instrument reduces the probability that the

evaluation, properly executed, will be interpreted as dis-

criminatory. This is because BARS provide objective,

reasonably verifiable data on behavior where traditional

4 7 1bid.

48 Lawrence Fogli, Charles L. Hulin, and Milton R.
Blood, "Development of First-Level Behavioral Job
Criteria," Journal of Applied Psychology, 55, No., 1
(February, 1971), p.
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trait related forms provide judgments on the person.4 9

Rater errors in the form of leniency, halo, and impreci-

sion are leading to an increasing number of suits by dis-

putatious white collar employees alleging faulty perform-

ance evaluations.
50

Training Information

Once the final BARS has been developed and the ef-

fective behaviors identified, the organization's trainers

now have a superlative set of objectives around which to

base training programs. In addition the trainers are also

able to single out those tasks to be identified to the

trainees as ineffective behaviors. 51  Thus the perform-

ance coaching/counseling benefit of BARS is reinforced by

the ability of the organization to train to the behaviors

expected on the job. The training, clearly, will include

training on those behaviors which have been identified as

highly effective in improving individual performance.

Summary

The five collective viewpoints on BARS lead one to

conclude that there are considerably more advantages to

4 9Pitts and Thompson, op. cit., pp. 28-29.

5 0 Timothy J. Keaveny and Anthony F. McGann, "A
comoarison of Behavioral Expectation Scales and Graphic
Rating Scales," Journal of Applied Psychology, 60, No. 6
(1975), p. 702.

5 18lood, loc. cit.

iI
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BARS then disadvantages. First, researchers have deter-

mined that BARS, (1) identify major job components, (2)

present job content and behavior in clear, unambiguous

language, (3) pin-point employee behavior, (4) reduce the

incidence of disagreement over job behavior between rater

and ratee, and (5) facilitate improved performance.

Second, a selective review of articles by behavioral

theorists suggests that BARS (1) are ideally suited for

use as coaching/counseling instruments, (2) are particu-

larly useful in the setting of work standards and the pro-

viding of specific, descriptive feedback, and (3), when

combined with MBO programs, are a component of a total

system for assessing behavior, performance, effectiveness,

and results.

On the other hand, the third viewpoint, concerning

expectations that BARS would possess psychometric charac-

teristics superior to other performance appraisal for-

mats, was not completely substantiated. It was pointed

out that the psychometric Properties of a particular set

of BARS is determined largely by the design of the re-

search process, the skill of the researchers, and the

exactitude of their efforts. In the opinion of the

author, psychometric properties of a particular set of

BARS are, at worst, a neutral consideration.

The fourth set of viewpoints addressed disadvantages

to BARS perceived by a number of researchers. Five such
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disadvantages were discussed: (1) high cost of develop-

ment, (2) problems generated by discarding behaviors

during the development process, (3) behavior being too

complex to measure with a simple set of scales, (4) dis-

like of the format, and (5) the necessity for training.

Fifth, and finally, it was pointed out that sub-

stantial advantages accrue in "spin-off" benefits. Among

them are (1) broadened awareness of the job by super-

visors, (2) measurement of effectiveness of internal com-

munications, (3) identification of ambiguous behavior, (4)

defusing of potential equal employment opportunity

problems, and (5) identification of training information.

Clearly collective viewpoints one, two, and five are

highly advantageous. Viewpoint three, psychometrics, is

basically neutral. Only viewpoint four is a collection of

disadvantages. Of those disadvantages listed, the com-

plexity of behavior is potentially the most serious and

must be considered very thoroughly. The other disadvan-

tages appear to be easily corrected, or are relatively

minor. Based upon the information in this chapter alone

it is difficult to restrain an enthusiasm for BARS.

On balance, BARS appear to have more advantages than

disadvantages, more potential benefits than costs. Not-

withstanding, it is as important that persons contemplat-

ing the use of BARS be as thoroughly conversant with the

adverse aspects as the positive. No attempt has been made

A _
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to discount or discredit the disadvantages noted by re-

searchers, although such disadvantages appear to be able

to be dampened considerably. The point is that the damp-

ening cannot be designed into the system if the criticisms

are ignored or wished away.

The following chapter draws, in part, on the de-

scriptive content of Chapter 3 and the evaluative material

in Chapter 4 to determine if BARS meet the behavioral

criteria implicit in the Porter, Lawler, Hackman ideal

performance appraisal system model. It integrates this

analysis with an analysis of the features of the Perform-

ance Evaluation System as it is presently designed. This

leads to the summary and, finally, to the conclusion which

are presented in Chapter 6.



Chapter 5

SYNTHESIS

The task is to determine if the present Marine Corps

"Performance Evaluation System," reinforced with behavior-

ally anchored rating scales (BARS) would achieve the

characteristics of the ideal performance appraisal system

developed by Porter, Lawler, and Hackman and outlined in

Chapter 2. Each characteristic identified by Porter,

Lawler, and Hackman is essentially a criterion. The

Marine Corps may need two separate Instruments to satisfy

all the criteria: a Fitness Report for institutional

purposes, and an appropriate BARS for individual develop-

ment purposes. The Fitness Report, while it is an excel-

lent tool for identifying officers for promotion and as-

signment, is not well-suited as a performance coaching/

counseling instrument. This conclusion is congruent with

current theory on performance appraisal.1 Fred Luthans,

in presenting Porter, Lawler, and Hackman's seven charac-

teristics of an ideal performance appraisal system, added

this caveat:

realistically there is no appraisal tech-
nique to date that can embody all these character-
istics. The two techniques of appraisal that come

iLyman W. Porter, Edward E. Lawler, III, and J.
Richard Hackman, Behavior in Organizations (New York:
McGraw-Hill, 1 9 75 ),pp.-3 -47j .

88
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closest are management by objectives (MBO) and be-
haviorally anchored rating scales (BARS). These two
techniques represent a significant point of de-
parture from the traditional trait approaches and
offer a great deal of potential for the future.2

To review, the seven characteristics identified by Porter,

Lawler, and Hackman are:

1. Measures are used that are inclusive of
all the behaviors and results that should be per-
formed.

2. The measures are tied to behavior and as
far as possible are objective in nature.

3. Moderately difficult goals and standards
for future performance are set.

4. Measures are used that can be influenced
by an individual's behavior.

5. Appraisals are done on a time cycle that
approximates the time it takes the measures to re-
flect the behavior of the persons being evaluated.

6. The persons being evaluated have an op-
portunity to participate in the appraisal process.

7. The appraisal system interacts effectively

with the reward system.
3

An examination of these criteria shows that the Per-

formance Evaluation System presently meets the third,

fifth, sixth, and seventh characteristics and the "re-

sults" aspect of the first characteristic. And BARS es-

sentially satisfy the "behaviors" requirement of the first

characteristic and all of the second and fourth charac-

teristics as well.

2 Fred Luthans, Organizational Behavior (2d ed.;
New York: McGraw-Hill, 1977), . 4857

3 Porter, Lawler, and Hackman, op. cit., p. 339.
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First Characteristic

"Measures are used that are inclusive of all the

behaviors and results that should be performed."'4  The

BARS development procedure, particularly the generation of

incidents and the clustering into job dimensions, ensures

an instrument that encompasses the range of all on-the-job

behaviors. Obviously a BARS is not inclusive of all be-

haviors. Some of the behaviors generated by supervisors,

because of lack of agreement, are dropped to enhance

dimension independence. Others, which exceed the variance

criterion in the scaling step, are dropped to increase

scale reliability. This leaves an ordinal scale of seven

or more behaviors with which to frame all observable be-

haviors in that job dimension. Essentially, then, BARS

satisfy the ". . . inclusive of all the behaviors

. . .1,5 criterion of the first characteristic.

The Performance Evaluation System adequately addres-

ses the requirement that measures be used that are in-

clusive of all results to be performed. Section III of

the Performance Evaluation System order directs the estab-

lishment of ".. . targets which, when accomplished, will

4 1bid.

5 1bid.

,; i
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serve to maintain the Marine's high level of perform-

ance." 6  Referring to Marines whose performance is below

the organizational standard, the order requires:

This part of the counseling process serves to
map for the Marine the road to improved (or con-
sistent) performance. Clearly attainable targets
must be defined. These should first be in areas of
performance where the Marine is below the Marine
Corps or organizational standard. They should be
expressed in such a way as to be objective and
easily measured. They cannot be too broad or in-
clude more than one step (at a time), or else the
Marine will have difficulty in achieving then or
even understanding how to achieve them. 7

The order provides several examples of clear and

weak targets. The clear targets, expressed in classic MBO

style, state the action to be taken, the identifiable

target results, and the time limit. Two examples are:

(1) "Get a regulation haircut at least once every ten

days," and (2) "Prepare a master list of all 3d quarter

training requirements by 10 December."'8  The order re-

quires the establishment of a coaching plan during which

two-way communications are encouraged. The purpose of the

coaching plan is to facilitate the establishment of per-

formance targets and frequent person-to-person tracking of

the Marine's progress. In short, paragraph 3006 of the

6U.S. Marine Corps Order P1610.78. Performance
Evaluation System. 23 February 1977, p. 3-15.

7U.S. Marine Corps Order P1610.78. op. cit., p.

3-14.
8 U.S. Marine Corps Order P1610.78. op. cit., pp.

3-14 and 3-15.

_ _ _ __ _____$
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order prescribes a modified but effective management by

objectives methodology for performance coaching/counsel-

ing. The focus is entirely on results.9  As mentioned

earlier, the administrative aspects of drafting, monitor-

ing, and recording an individual's performance targets is

entirely informal and separate from the preparation of the

individual's Fitness Report.

Second Characteristic

"The measures are tied to behavior and as far as

possible are objective in nature. ',lO BARS satisfy this

c iterion. The participation of supervisors knowledgeable

in the job, coupled with prudence and judgment of the BARS

developer, permit a presumption of objectivity during the

development process. Objectivity during the actual ap-

praisal process is enhanced because of the observable,

verifiable nature of on-the-job behavior. The very nature

of BARS insures the measures are linked to behavior,

particularly when BARS and MBO are being used concurrently

for individual development. Because the BARS instrument

is used for counseling, it is expected that it would re-

main on file at the individual's local command. The Fit-

ness Report, however, would be forwarded to Headquarters,

9 Nowhere in the seventy-six page Performance
Evaluation System document does the word "behavior" ap-
pear. Nor isfThe concept of "behavior" as related to
"performance" and "effectiveness" evident in the document.

1OPorter, Lawler, and Hackman, loc. cit.
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U.S. Marine Corps. If the Fitness Report is completed at

the end of the performance coaching/counseling cycle, it

is reasonable to expect the individual's behavioral target

results, established using a BARS, and performance target

results) established using the MBO procedure, will be re-

flected on his Fitness Report. Thus the individual re-

ceives the benefit of counseling, and the Marine Corps

receives the information necessary for organizational

decisions.

Third Characteristic

"Moderately difficult goals and standards for future

performance are set. " ll The Performance Evaluation

System supports the attainment of this criterion. As a

practical matter, the setting of moderately difficult

goals and standards is more a function of the skill of the

reporting senior than the refinement of the system. With

proper training, however, less would be left to chance in

the important matter. Given the complexity and race of

present day military service, moderately difficult goals

and objectives are inherent in keeoing abreast of an

organization's day-to-day requirements and commitments.

llIbid.

II
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Fourth Char~cLeristic

"Measures are used that can be influenced by an in-

dividual's behavior. " 1 2 BARS clearly satisfy this cri-

terion, particularly because of the influence of behavior

as a determinant of performance and effectiveness. All

the incidents on a BARS are, by definition, influenced by

behavior. Performance is essentially, behavior that has

been evaluated. BARS are arranged in order of most ef-

fective to least effective behavior in terms of contribut-

ing to the accomplishment of an organization's goals.

Higher level behavior, therefore, leads to higher effec-

tiveness which results in better performance. The higher

level behavior is directly related to the attainment of

moderately difficult goals and objectives (in the MBO

sense).

Fifth Characteristic

"Appraisals are done on a time cycle that approxi-

mates the time it takes measures to reflect the behavior

of the persons being evaluated." 1 3  The Performance

Evaluation System satisfies this criterion. At a minimum,

Fitness Reports are completed on all sergeants and above

at least semiannually and general officers at least once a

1 2 1bid.

1 3 1bid.

I <
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year. Fitness reports may be submitted at shorter inter-

vals depending upon a variety of circumstances; e.g.

transfer of the Marine, change of reporting senior,

etc. 14  Although ". . time span of discretion

S,1,15 suggests that a set six month interval for

Marines in the rank sergeant through colonel might be too

rigid, six months appears to be sufficient time to achieve

moderately difficult, judiciously assigned goals.
16

Sixth Characteristic

"The persons being evaulated have an opportunity to

participate in the appraisal process." 1 7  This criterion

is addressed by the Performance Evaluation System. The

provisions of paragraph 3006 of the order direct the par-

ticipation of the rated Marine with his reporting senior,

throughout the appraisal process. 1 8  The fact that the

letter and spirit of the directive is not followed can be

cured by instituting positive controls in the coaching/

counseling process.

14 U.S. Marine Corps Order P1610.7B. Performance
Evaluation System, 23 February 1977, pp. 1-6, 1-7, and 1-8.

15 Porter, Lawler, and Hackman, op. cit., p. 334.

1 6 1bid.

1 7 1bid.

18U.S. Marine Corps Order P1610.78. Performance

Evaluation System, 23 February 1977, pp. 3-13 through 3-15.
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Seventh Characteristic

"The appraisal system interacts effectively with the

reward system. 19  The Performance Evaluation System

satisfies this criterion. Promotion and assignment are

directly, and almost entirely, dependent upon the Fitness

Report, an integral part of the Performance Evaluation

System. At the same time, promotion and assignment are

clearly part of the reward system. Assignment to widely

desired duty stations, to sensitive and prestigious bil-

lets, and to professional military schools is influenced

to a significant degree by Fitness Reports. On the other

hand, longevity pay increases which are automatic, and

merit pay increases which are non-existent in the military

are not considered rewards. Military decorations and

certificates are also rewards but are not connected with

the Performance Evaluation System. On balance, given the

importance Marines attach to promotions and assignments,

it is safe to conclude that the Performance Evaluation

System interacts effectively with the rewards system.

Summary

The current Marine Corps' Performance Evaluation

System is designed to accomplish both institutional and

individual development needs. The system identifies two

1 9Porter, Lawler, and Hackman, op. cit., p. 334.

I;
- -- ---- --- _______________
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ways with which to accomplish these ends: use of the Fit-

ness Report, and guidance for pc:formance coaching/coun-

seling using a modified MOO methodology.

The Fitness Report, a formal document with a highly

articulated set of procedures and controls, supports the

institutional objectives: promotion and assignment. The

coaching/counseling methodology, relying on the presumed

insight, initiative and competence of the rating officer,

supports the individual development needs. Not supported

by a formal document and positive controls, the coaching/

counseling methodology is performed in an informal, un-

structured, highly personalized and unsupervised manner.

But there is a problem with the system: the individual

development needs are not being accomplished.

On a parallel track, the aggregation of recent re-

search suggests that an ideal performance appraisal system

has seven identifiable characteristics. The Marine Corps'

current Performance Evaluation System reflects four of the

characteristics and part of a fifth. Improvements to the

Performance Evaluation System should be accomplished with

the goal of embodying the remaining characteristics. The

characteristics not presently part of the Performance

Evaluation System pertain to the on-the-job behavior. Not

coincidently, the shortcomings of the coaching/counseling

methodology stem from the Marine Corps' not having

4
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defined, with precision, effective and ineffective on-the-

job behavior. Clearly, improvements to the Performance

Evaluation System must focus on job-effective behavior.

Finally, behaviorally anchored rating scales (BARS)

have been examined in considerable detail. BARS are a

clear departure from traditional performance appraisal

formats. The development process is unique, and does not

reflect industrial psychologists preconceived ideas of how

a job should be appraised. The procedure relies on the

participation of job-knowledgable supervisors and experi-

enced production workers guided by a research director.

Together they identify all major dimensions of a job.

This is a capability that the current system does not pos-

sess. Within each dimension participants scale all

observable job behaviors from "most effective" to "least

effective" in terms of contributing to organizational

goals. This results in a behavior-oriented instrument

which greatly facilitates feedback and reduces resistance

to the appraisal process. Because of this, BARS have

great potential as an effective instrument for performance

coaching/counseling.

Behaviorally anchored rating scales (BARS), there-

fore, address the remaining characteristics of the ideal

performance appraisal system. Thus the Performance Evalu-

ation System, supplemented by the BARS concept, would

embody all seven characteristics of the ideal performance

appraisal system. And BARS would redress many of the
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short-comings of the Present Performance Evaluation Sys-

tem's coaching/counseling methodology.

The following chapter presents the conclusion and

recommendations.
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Chapter 6

CONCLUSIONS AND RECOMMENDATIONS

The thesis of this study is to show that: The

Marine Corps Performance Evaluation System should have a

supplementary performance appraisal instrument, supported

by appropriate administrative controls to achieve its

performance coaching/counseling cbjectives. The foregoing

analysis leads to the conclusion that behaviorally an-

chored rating scales (BARS) should be adopted as the sup-

plementary performance coaching/counseling instrument for

the Marine Corps Performance Evaluation System.

Conclusions

The objectives of the Marine Corps Performance Eval-

uation System are to improve performance, to identify to

individuals areas which need improvement, to support the

assignment process, and to assist the promotion system.

The Performance Evaluation System attempts to satisfy its

objectives by means of the Fitness Report and through

guidance to reporting seniors on individual performance

coaching/counseling using a modified MBO technique.

The objectives of the Performance Evaluation System

are not being met because the performance coaching/coun-

seling system is ineffective. This ineffectiveness is

100
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traceable to two underlying causes: (1) the lack of a

theoretically sound performance coaching/counseling in-

strument, and (2) the absence of positive administrative

controls over the performance coaching/counseling

process. There are two remedies to the problem.

The first is the development and use of behaviorally

anchored rating scales (BARS) as a performance coaching/

counseling instrument. BARS uniquely focus on behavior

and facilitate the reporting senior's ability to provide

specific, descriptive feedback to the subordinate. BARS

have also been demonstrated to be superior to other per-

formance appraisal formats in leading to improved perform-

ance. BARS, coupled with MBO, enable a reporting senior

to more accurately assess behavior, performance, effec-

tiveness, and results.

The second remedy is the development of positive

administrative controls over the peiformance coaching/

counseling process. This will ensure that the coaching/

counseling component of the Performance Evaluation System

is being followed to the same letter and spirit as the

Fitness Report.

Therefore, the Marine Corps should adopt behavior-

ally anchored rating scales as a supplementary perfurmance

appraisal instrument and develop appropriate administra-

tive controls over the performance coaching/counseling

process to ensure that the objectives of the Performance

Evaluation System are achieved.



102

Realistic Expectations

BARS appear to have great potential in the Marine

Corps. BARS are a people-oriented concept and the Marine

Corps is a people-oriented service. It is easy to develop

an unrestrained enthusiasm for behaviorally anchored

rating scales. BARS are not, however, the panacea for all

performance appraised problems or work-motivation prob-

lems. The contrary viewpoints noted in Chapter 4 suggest

that any effort to develop BARS should be undertaken with

prudence, circumspection, and healthy distrust of any in-

itially favorable results. From the dissenting opinions

it is reasonably obvious that a number of skilled acade-

micians met with frustration in testing their hypotheses.

In pursuing the BARS concept it is probable that the

Marine Corps' initial efforts will result in more dis-

appointments than unqualified successes. The Marine Corps

may require help from experienced, competent scholar/con-

sultants.

Application

Not all Marines need BARS. Many Marines perform at

a level of effectiveness which clearly obviates the neces-

sity for behavior-related counseling. These Marines,

given their MBO-related objectives simply need to be left

alone and they will continue to perform at a very high

level. Other Marines, however, perform at an average or
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below average level of effectiveness and might profit from

counseling with BARS. The question is: how many Marines

will improve as a result of counseling with BARS. There

is no clear-cut answer. At this point, one can only

guess. An estimate is that three out of every ten would

profit from counseling with BARS. Four or five of every

ten will not need much behaviorally based counseling be-

cause of continued exemplary performance. Of the remain-

ing five or six, some, approximately three, will respond

to behaviorally based counseling like recruits respond to

drill instructors--very positively. The remaining two or

three will not respond to anything. BARS, after all, are

not a panecea. The question is whether or not measurable

improvement by three of every ten Marines is cost effec-

tive.

Cost

BARS development in undeniably costly. The initial

cost to the Marine Corps would be in terms of time spent

by participants, and, of course, consultants' fees. The

next cost would involve preparation and distribution of

the directives and supporting materials which guide and

comprise the system. Training Marines in the theory and

use of the system would result in the third set of costs.

The training effort would be prodigious.

Benefit

The benefits, however, have the potential to far

outstrip the costs. Even if only three of every ten

- - - _ _.
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Marines (a net gain of three, that is) made significant

improvement, the result would be handsome indeed. The

idea eludes quantification but not the capacity to fire

the imagination of commanders who want to wring out of

their unit one last increment of enthusiasm and profici-

ency.

The greatest benefit is in the aggregation of self-

esteem that these three of every ten would derive from

their improvement. That infusion of sense of well-being

will pay immense dividends in esprit and love of Corps.

Recommendations

The analysis leads to three recommendations. The

Marine Corps should (1) develop and test BARS, (2) provide

a support form in a format which enhances the goal setting

nature of the MBO process, and (3) specify positive admin-

istrative controls, related to the support form, which

ensure that performance coaching/counseling is accom-

plished.

Develop BARS

The Marine Corps should test the BARS concept. A

set(s) of BARS should be developed on a trial basis. Pre-

liminary instructions for integrating the BARS into the

Performance Evaluation System should also be developed.

The system should be tested over a one year period in an

LJ
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infantry battalion. The test should be designed to study

a number of facets of organizational effectiveness:

- individual improvement over time,

- change in attitudes and practices relative to
coaching/counseling (by reporting senior and
subordinate),

- change (if measurable) in unit performance and

esprit.

The BARS development process is time consuming and

costly. For that reason the question of which jobs should

be identified for BARS development is important. Origi-

nally it was the author's intention to recommend BARS de-

velopment for "NCO Leadership and Management Responsibili-

ties." At present, that thought seems too general, on one

hand, and too limited on the other. Too general in the

sense that "NCO" encompasses Marines in the ranks of

corporal through sergeant major. There is no question

that the sergeant major's duties are a world away from the

corporal's. And too limited in the sense that it did not

include company grade officers whose development is just

as critical as NCO's.

At present, although the initial task will be con-

siderably more complicated and time consuming than was

originally intended. It is recommended that the BARS de-

velopment process concentrate, initially, on the Marine

infantry battalion. Specifically the development process

should be aimed at developing BARS for company grade
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officers and noncommissioned officers serving in line and

staff assignments. Thus eight sets of BARS would be de-

veloped and tested concurrently. Table 2, "Ranks and

Functions to be BARS Developed," outlines the author's

proposal for the initial development of eight different

sets of BARS.

Table 2.

Rank and Functions to be BARS Developed

Function

Rank Lineb Staffc

Corporal/Sergeanta BARS BARS

Staff Sergeant/Gunnery Sergeanta BARS BARS

Lieutenant BARS BARS

Captain BARS BARS

aBARS for Corporals and Sergeants, as well as Staff
Sergeants and Gunnery Sergeants are paired to ease
the development task and because of their roughly
related levels of experience.

bA set of BARS which captures the range of troop
leading behaviors pertinant to Marines of these
ranks.

CA set of BARS appropriate to staff functions of
Marines of these ranks. The BARS should not be
functionally specific; i.e., training schedules in
the operations section, transportation requests in
the logistics section. Rather, BARS should capture
behaviors common to performance in all staff area.

The array of BARS in Figure 2 has a number of syner-

gistic advantages. When used throughout a battalion this

family of BARS will facilitate much wider participation in

the coaching/counseling process and a greater and more
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rapid accumulation of insight. The fact that all Marines

in the rank of corporal to gunnery sergeant and second

lieutenant to captain are participating should be posi-

tive. The lieutenant, for example, will not only be

coached/counseled by the captain but he will, in turn,

coach/counsel his platoon sergeant and squad leaders and

supervise the coaching/counseling of the team leaders.

The development process can be facilitated by use of

Marine Corps Order P1510.23B, Instructional Systems De-

velooment, referred to in Chapter 2. Marines working on

the project should obt'in job analyses completed in ac-

cordance with the order from Marine Corps schools wnose

course of instruction contains material related to the

subject of the initial BARS. Such a step would be of

benefit during the incident generation and clustering and

scaling steps of the development process.

Finally, it is recommended that the BARS development

process be conducted over a one year period at the Educa-

tion Center, Marine Corps Development and Education Com-

mand, Quantico, Virginia. It is suggested, as outlined in

Table 3, "BARS Development Tasking, that particular

schools within the Education Center at Quantico be as-

signed the development tasks, and that particioants be

drawn from the respective student bodies. This tasking

will enhance control, ensure participation by Marines who

are somewhat less harried than their Fleet Marine Force

contemporaries, and initiate the BARS concept in the
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Marine Corps' educational system thus facilitating the

teaching of the concept to succeeding classes.

Table 3.

Recommended BARS Development Tasking

Task TASK: Develop Line and Staff BARS for:
Assigned
To: Corporal/ Staff Sergeant/ Lieu-

Sergeant Gunnery Sergeant tenant Captain

Command
& Staff S S P A,P
College

Amphibious
Warfare P A,P AP P
School

Staff
Non-commissioned A,P P S S
Officer Academy

A = Recommended that the indicated school be responsi-
ble for the above sets of SARS. The school would have
the responsibility for coordinating the participation
of Marines from the other two schools.

P = Primary participants drawn from indicated student
body.

S = Secondary participants, intended as a quality con-
trol factor to ensure critical behaviors and trends are
not overlooked.

Provide a Support Form

A standard form is needed to facilitate the goal

setting process. The form should be designed for use by

the rated Marine, the reporting senior, and the reviewing

officer. The form should be retained by the rated Marine
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except where it is being used, in an iterative manner, by

the reporting senior or reviewed by the reviewing officer.

The rated Marine and the reporting senior will use

the form to analyze the duties of the rated Marine, to

record objectives agreed to by the Marine and the report-

ing senior, and to evaluate progress toward the specified

objectives.

Specify Positive Controls

Positive administrative controls should be insti-

tuted to ensure performance coaching/counseling is accom-

plished. The support form facilitates positive control.

The support form should accompany the rated Marine's Fit-

ness Report where the report is forwarded to the reviewing

officer for action. The reviewing officer is then able to

audit the rated Marine's progress and gain additional in-

sight into the reporting senior's abilities. Most impor-

tant, the fact that the reviewing officer is going to

review the support form provides the positive nudge to the

reporting senior to accomplish performance coaching/coun-

seling in the spirit and to the letter of the Performance

Evaluation System.

Upon completion of the review, the support form

should be returned to the rated Marine. The support form

should be available for inspection by authority higher

than the reviewing officer; e.g., the Inspector General.

7
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Summary

These three recommendations, BARS, appropriate sup-

port forms, and positive controls integrated into the

present Performance Evaluation System, provide the Marine

Corps with a near perfect, state-of-the-art performance

appraisal system. Additionally, by considering where

possible the job analyses completed in accordance with the

Instruction Systems Development order, the Marine Corps

will have a performance coaching/counseling instrument

coordinated with its system of formal schools training.

The whole should prove to be greater than the sum of its

parts. Reporting seniors will be able to measure be-

havior, performance, effectiveness, and results. They

will be able to provide specific, descriptive feedback to

subordinates. This will result in a quantum improvement

in individual and organizational esprit, proficiency, and

self-confidence.



APPENDIX A

Performance Evaluation System Extracts

The following pages were taken from Marine Corps

Order P1610.7B, Performance Evaluation System. All refer-

ences to the Performance Evaluation System found in the

body of the study are contained in Appendix A.
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0oPARTMENT OF THE NAVY

HILA0QUARTKRS UNITZO STATIS MARINI CORPS
WASHINGTON. 0. C 20380

23 'eh .977

IIARSIN CORPS R031 P1610.78

r.oat Commandant of the Marine Corps
TO Oistrzhution List

Suki: Performance 9vaLuation System

Re: (a) Navy Re., act. 1701
(b) .ARCOMAN, par. 1610.3
(c) ,lCO P5600.31D

ZncI: (1) LOCATOR SR9U?

1. Purpose. To revise guidance for the administration and operation of the
performance evaluation system foe Marine Corps officers and noncomaissioned
officers and for Navy personnel assiqned to . latn Corps commands pursuant to
refecencee Ca) and (hi.

2. Cancellation. 4CO 1610.7A. effectve. 14 May 1971.

3. Effecti.e Oate. 1S May 1977.

4. Znfor 'ation

a. 'he Performance evaluation system as described in this Mattual
provides a technique !oc the evaluation of the performance of duties, and
potential. of all Marine officers and noncomissioned officers Ln ne grade of
bergeant and above. The performance evaluation cycle consists of: the acine
who is evaluatedl a reportinq senior who obseeves the Aarine's perfoCmance.
evaluates and reports it on a fitness report, and counsels the Aacr-ne: a review-
inq officer Who revewv ecA report focoupleteness, ccuCacy, and consistency:
and 3eadquarters. U.S. Marine Corps, where reports ace screened, f.ied. and
their receipt is acknowledqed.

b. The primacy uses of fitness reports ace twofold, to aid in personnel
aaignment. and to assist selection boards in deternmninq those elio ole !,aitnes
who ace best qualified for selection for promotion or a comptcitive assiqma*nt.
Since fitness reports ace evaluations of duties performed and he mannee ;n
which they are performed, and repreaent a comprehensive portrayal of the pcofes-
sional character and potential of each Marine reported on, they ace 4niquely
suited for .his dual usaqe.

C. Since the fitnees report is so important to each macine, its poer
preparation and submission is *,.tal.

1. Sunprv if Revision

a. The largest and most visible chanqe contained in this revision is a
drastic ceformattinq of the directive. with a view toward clarity and jimplic-
Lty. the ocdec has been reorganized into a manual t coenctde vith the %atucal
!low of a litness repoct through the perforsance evaluation cycle.

h. In order to reduce clerical errors based in st:understandinqs or
incocrect interpretations of administrative instructions. this revtsion is
,Jeciqned with traininq in mind. An abundance of taoes and fiqucrs mave replaced

i . . . . .. . . . ......_



113

23 tab 1#77

formetIy nacrative gulidance. to facilitate the establishment ae Oject.vwes and*
standacd cl cical proceduces.

. Cue to the tapoctance at counselinq as an Inteqral pact * .eadesbip.
that potion of this nanual dealing vtI1 v-un-elLnq has been amplified and %ade
more speci=ic.

d. Detailed inSatuations Eog the P9epacatiOn and submiaslon of fitness
repOCts on O emOCs Of the NaCine CacpS ReseCve not on actve duty ave Deen
incotaocated into a sinqle section O tr.a .aai4a. Xaer@0sa to othat secvema
at t"ha umal. as Pc"proL4Da. are lAc,uded.

6. Actioan. The instuctione contained in this .anal will be used .n the
peacai.on or .4tine .Cacps fiLnese regatts far epocting pecioda ending on at
aftec 1.S May L977.

7. Di .ttbation. This Manual has been asigned Oistribution Code A44. and will
be distzibted in tAe same quantities as accoeplished foc the pcevious edition.
Increase at decease in the Individual Activity Table of AllovanceS foC tli a -
tiona toft standacd Oistribution Code A44 should he submitted to the Camsandant
of the Nactine Cacps (Code MQSP) in accoedance with cefecence (c). A !ucuce
Change tO ceterence (*I will inclwde Ottibiucian C d.e &48, and subsequent
ptintouts at the Individual Activity Table at l Alowances 'ot PubLicat&ons fill
aIo ceflect Oistribution Code 148.

8. Aesecie Ac licaOLlity. This manual is applicable to toe Racine Cotpe
reset. .

9. Cetiticatian. laviaed and sppraved this date.

0ISTMOITIOU:s d

CoWr tes 81450oft.
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P9WUOQPIAMC CVUAbON SYSTHu

Secro. :

EWMDOUC?!Cw

3.00L dNa'RCAL nESCRIPTION ANDMO P ION

1. U nsealJ os1218iI The Matine Cacps pe [rOCance *valuation system
pcovidsel W i.qp c audit. dos¢cripiC on. and copoct of the pec OcnAntce

and pecsonality ChiaccteristLcs at macine otficecs and noncomissioned officers
k in tq pade of sergeant and %have. it Xusa requires that all 4acines suo~oct to
the pef ormance appcaIsal process be counseled reqularLy and. as a sinimum. at
lease an the occasion at each evaluation. tt includes both PRequ.lac And &eseCVO
.tinee. and all performance evaluation repocts cail1d *itness :ePotts') ace
made a permanent and important pact of eac Marine's records. Aa tAe p incipal

Irembed at a Marino's pertacmanca and conduct, fitness r*ports ace vital Ln
deecn innq duty aaiqgnents and in selectan f ec pcomocaon.

2. OI tvegofshe Portoa~nces evaluation System. Choc* ace four specific
oalect at the sysca.:

a. The first And focal objective is the improvement of performance. The
completion of a fitness report is only a st ep towad hat goal. This central
objective can only be achieved by couplinq .-e fitness report (i.e.. a repoct
of past peforsance with counselinq and coachinq to dateg2in* whet, and how.
perfocance should be iupcved (i.e.. a plan for future poecormance).

b. The second objective is the identification of thoese Marines who ace
couaideced qualified foe ataceent by victo at their 3.eadetship potential
and continuoue successfu.L pecforsnce o duly.

a. anothec obective is tne provision of assistance to individual .acLnes
in identifyinq those pecocmance and ncharctet attributes 'which requirs
improvement betoce Chey can be cnaiLdeced qualigied foe advancement.

d. Finally, the system suet suppoct the 'caceer patteCn* appcoach to
povsomnel management by providinq the pecsonel assignment ptacess with infocru-
ion celating to bOth a Macine's desi ed duty assiqnment. and the Marino's
suitsbiglty foe certain future duty assiqnmant*.

3. The prfaceanc, !vsluatIan .cle. The process oft pefocsance evaluation is
a continuous one and i exercisd a4ily by all Marines in Leadership aseiqnaents.

he submission ofitniess reports on appropCiato occasions is serely one aspect
of perfocance evaluation, ailtouqa it is the seat visible and fomal. one. The
ptocese at poctormance evaluation by fitness repocts is characterized as a cycle
which begins and ends at tbe same point, namely, an individual Maczne's pertorm-
sano o duty. The pefacusance evaluation cycle, consisting at four elements, Is
illustrated in fiqure I-L.

I0C2 UISSOxSUD 1fiX? CS

1. .ltine 3enq Evaluatd

a. Periodically cr.iev table 1-1 to determine fitness reparrinq occasions.

b. Provide intocation foe section A ot the fl.tness cport !ort (4AJIMC
10439) for qacn cepoctinq occasion, am requited. follow the instructions con-
land in cnapter 2 o this Manual to ensuce proper copLeton o section A.
It aoce than one type at fitness report is duo at the same tine, submit only one
epect and ae s the tpe which appears first &n table 1-1. e.q.. if A Marne Vas
traisected on the same day a semiannual fitness repoct wax du. a type -CRI

oeport would be prepared (because TI (transfecl appears second in taole 1-1.
while SA (semiannual) is lasti.

1-3

I!
_______
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1002 PEro5jtLAZ &VALUAT SYSTrN

THZ PEAFORNWCL. XVALUATZC:' CY=.S

Wth section Receipt
*A coplaced

(0839RVS) (SCR Z"4
(WGRTS) REMMINrG M 4C flLZS)

fitness :sport C ple. ted fitness

nith sectionsl "A,, 
report

* and C"
completed

RVI EIbh

(EXANIbCS FOR ACCURACY.
(=USz2TDE*C AhO CcUWLL1ENCU)

ftquce l-L.-lenents of the Peeferuance tveluat~Ion
Cycle.

a. After reviewing th. information Lit $action A cc the fitness report.
certify that it has been completed accurately by signing and dating olace 22.

d. Oelivero or focvacd, the fitness ceport to the reporting senior. Evrc
reasonable effort should be made to ensure that the report reaches the reporting
senior no later than the last day covered by tae reporting peciod.

2. Re9C~q Snr. On receipt of a fitness report from a acrtne whose per-
... ¢ o dlya. tJo be reported. the reporting officer is responsible for the

following actiona

a. Review the .Maines pecormance of duty and personality charactecistics
as they have been obeecved during the period covered oy the fitness repoct. Do
not include performance of duty alteady covered by a previous fitness report.

0. Referrinq to the guidelines and definitions contained in hapte. 3,
complete section 8 of the report according to the results of paragraph a. above.

a. Complete section C by Ariting or printing in pan and ink. or by
typinq. Roeer to the results of paaqraph a. above. ad cAapter 3 of this
manual.

d. Counsel the Magine as outlined in paragraph 3006 and ensure that a
specific coaching plan is estanlished.

I-
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. a n ahd san block 23 of then fitness report: be suZO to indicato :n
bJ.1c 23 ,whether the Ma0.o was or ,*as aot ounseld.

E. oelivec, or forward, the fitness report to reach the reviewing officer
no later than 1S days after :he end of %he period covered oy the report.

3. tevin Ofier. On receipt of a fitnesa report from a cepactinq SenLoc,
the evTiWLiq T1cei is responsible fot the following actions:

a. Review each fitness report !oc completeness and 4ccucacy vithin the
limits of observation by the cevieving officer.

b. Review each fitness report relative to performance standards applied )y
repocting seniors. The reviewing officc is he first 5eer of e performance
evaluation cycle who can detect fitness reports which ace oased on seemingly
aroitracy, too strict, or overly lenient standards. Reviewing officers should
apply positive efforts to assure that all :errcs sae cased on realistic and
cons stent standards, ace accucate, and age forwarded on time.

c. Return to reporting seniors for ,econsideration those reports which
fail either of te two reviews, above. Chapter A of this manual may *0 used
as 3 guide.

d. Provide quidance to reporting seniocs relating to completeness and
consistency in epoctinq.

e. gvegy reasonable effoat should ae sad. to ensuce that completed fitness
reports ace reviewed and focvacded to the Comandant of the Macine Corps
(XIUAO-2) no later than 30 days aftec the end of the period covered by the
report.

f. The Privacy Ac: of 1974 cequices that individuals be pcovided sufficient
guidance to ensure that they can sake an informed decision on wheter to pcovide
Information which will or say be incorpocaced into a system of records. Since
the Automated Fitness Report System is a system of rcotds (listed ;n the
Federal Register of I8 August 1975 as MNGOI) each hacne should be provided
such guidance pcc to completing section A of .he fitness report. The re-
quIred advisement for %he fitness report is contained ini a blanket statement
(HAVMC 11000) which Is published in a Merine Corps bulletln in the S2

4. SEadogerts.r 0.9. MariLne Cors. On receipt of a completed fitness report
at headquarters Marine Corps, re ~ollowing actions will !0 taken:

a. Conduct an adminkstrative review of each report for completeness and
cmLLance with the provisions of this manual.

b. Return all cepcts wilch require correction or completion.

c. Inter all acceptable repocts into the Automated rtness Report system
(ARS)r ILIe the ociqinaL report, and all associated pages. in the marine's
official personnel record.

d. Mail to each individual for wnom a fitness report is pcocessed, in
AiRS-ene a ed receipt.

e. ensure that access o individual fitness report nfocmacon on a
specific acrne is limited to selection boards and pecsons enga4ed in pecsonneL
ssiqnpenc and pecsonnel sanamlent functions.

E. Conduct periodic audits to faLntain accuracy and efficiency of AFIS
fIes.

1-S

Ii
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00111 Of VIC UREOTIN SIHOU

3001 GIN3BAL

1. Although all persons InvOlved in the pocformance evaluation pcocess ace vital
tat accomplis eent of the objectives stated in paraqrapa .001.2, the reporting
senso'S contribution is clearly the central on*. Since fitness rports in-
flfence a Aacine's future duty assiqnMwnts and Ptcootiow , reporting sentocs
must exercise the uaoset thocouqnneas. saturity, and objectivity in completinq
them. 9nca :eport muset e an accurate and compcehensLve, yt brief. poctrayal
o the 'atine cepocted on.

2. This secTAA provides detailed guidance foe repoctinq seniocs in toe eecu-
%toe ot those teask necessary to seec t.e remponsibililes out.lined Ln pcra-
grapn 1002.2. The cep cting senior's tasks ace generally performed in six
posses: (L) check sectzon A of rho fitness reort for accuracy and complete-
nose. (2) ceview the urine's performance of duty during toe repctinq pecod.
(31) complete section a of tie fitess repoct in blue, blacs, oc olue-lack Ink
in fountain pen, felt tip c bell point pen, (4) complete section C of h*e
fitness report briefly by nandvritinq or pcntinq Im eithec blue, black, or
blue-olacK ink in fountain cc bell point pen or by typiAn. (5) counsel the
Narina Ad earabLish a coechinq plan, and (6) toracd the compleed report.
to the reviewinq officer. Each remas.1oiaq pereqzsph (3002 tbrquqh 3007) at
%us soction discusses one of these p*iams.

3. Limitations on rttnS os. here age two occasions which preveat a
nocal reporting senior ::o. completing ftaess rpocts 

e

a. Reporting seniors ay not submit fitness repets on officers seioc to
themelvee. oRepocts an o*ficers of 'he same ;cade ace met desirable but may be
suawieted &I specifically justified and approved by to :eetwinq officec. Sues
approval aunt 3e noted in an attached comment by the rewvtnq officer.

S. An oWice whose relieg is occasioned by alleged misconduct or ameatis-
factory performance of duty may not submit fitness :epctas the repocting senioc
in such cases will he the officer next senior in the chain of command.

4. 0e tUos of t1qeotn Autorit'. enetal officers, heads of depertments.
dzvtLona and sc;te o ...ces or he-dquacters Aacrne Corps, district dtirctors,
and €oemandera down to nd including the battalion and squadron level &re author-
ised to delegate the authority to submit fitneSs reports o officers In rIncIpal
:uoordinAte staff and command billets Within their ocganJ.tLIona When toe
SUmner of officers to be reported on. ac toe lack of opportunity to observe per-
to rwence of duty, warrants such lalsqstion of authority. if this deleqetion Le
.o -e onferred upon a Sev officer to submit fitness reports on other 5eVT
officers assignid 'to a Mnr1Oe Corps unit, approval will first be requested frem

t Ouef of evelJ Personel in eccordance with the current 8OuERmSr 1611.12.
.6 t-he d~egree precticonie for accurate reportin . such requests !C oriLeqetioQn
mill be Consistent .with the Intent expreesed in subparagraph 3a. aove, with
respect to the qmda level desired of reportunq seniors.

3002 .rMtW Or SECTfON ,

I. Before completing the remainder of the fore. the repoctinq senior should
ficst check section A and Itee 22 for accuracy and compliance with this .4soual.
If any entcy is incorecrt or incomplete, the ceport aunt be returned to te
erine for cocrection and resuemesiion. The repoctinq senior must tot ecase.

modify, correct, or insect any information in section A at It" 22 of the fitnee
report for.

3-)

rI ... ....
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2. Unless a reporting senior desires to perform a more thorouq.1 cev~ew of
setion A. the f*olowinc cecX.isc ,figure !-Li Ls considered adequate, And 3ay
be iced as a luide. A check in 4 . Dos' column for each tern Should 0e assured
before tae remaindec o the fitness repoct is completed.

SEC'!ON A CHECKL:ST

.1 ____ Does _ _ _ _ _ _ _ _ _ _

Item 0f 0 'Nos L Co ntain

Ia a monitored command code

lb a cepocting unit code

2a Racine's Last nae.

21 MaCiae' corect sOcial Securt-y umb Der

3C either a C, *J', S. , oC ".4

44 accurate description of !acir.,vs actual duty

Go ocrectly scat* Racine's marksmanship and
physical fitness qualifications

6b three digits (for example, 123)

96 thle. digits (for ez&Ie. 123)

L~o a codo in *ail of tile chtoe blocics

la-d Icorrect identification of reporting senior

22 Aacine's signature and date signed

rigce 3-1. -Sample of ' lporting Senior's Cbecklist for Section A.

3003 R'rIL OT MARDIl'S PRPOPMANC. Of OUM

1. This phase of "he reporting senior's action consists of examination if the
perfOrance of the Racine ducinq tlie period covered by the repoct. As a
result if this examination (which say be based on traininq or operational
recocds/repocts. mental recall, personal observations, correspondence related
to the 4Mcine's duty poformance, etc.) ae cepoctinq senior fors an 2pcession
of too Marine's perforzance. tt, after repeated and cac*fl ceview. the repoct-
Ln senioc is still snable to Coc such an LapessLion in certain cases (,or
example. a semiannual repoct which covers 70 days, including 25 days of proceed.
delay, ard travel, and 20 days of hospttalixstion), it can be concluded t.at t!.e
Marine's pecenmance of duty has naot been abee.-ved suffic.encly to pecmit latr
and 00ojctive evaluation. tn these :ase, a *not observed cepoat s$hould be
suIlatcd (except that a *not observed* report will ltvor 5e suomtt*d :c 7ovvr
a pe r3d -ctnq wnLen the acne repocted an nas been sounded in action). :n
oaer cases, the reporting senior may determine that a 4aCIne's perfocmance of
duty has not chanqed since h1e last report was submitted; in those cases
menioned in p4cqcaph 3003.3, this period may be covered by an "eatended

°

report.

2. or. Observed Reports. rf a repoctnq senior eels tat a *not oosec*ed
repoct 4s appropriate, an *X" iftould be placed &n tho Applicable blocx 3E item
12. ind the reoajidee of section 3 should be left *lanx. A b1iOf explanation of
tne reportinq sentor's insufficient )Becvacioa must *e necluded Ln section Z
except as indicated Ln t le 3-1. below.

3-4

1'
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.AUL6. !Qp LXCLUDIRC SECTION C EXPC.ANA'TzC If 'NOT 0SERVEO' AEPORT

.A A I C 0

I. I and and
S:f reoort is... oeriod .s... r"Clart toe... then...

1 first one by the 60 calendar days is not CN.TR.
oeportinq senior on or Less Ru.,i,,A.RD,

this pacticulac at SA enter 'In-
u- rine sufficiehit

ObServation'
I any reqular 30 calendar days is CZ.TXR.R, in section
- retort or less REr a. of RDl C

3 first one since 60 calendar days is not SA
:hanqe of grade Io less

4 a semtannual' is SA comply wit
h

paragr aph
I. 00J.2a

A reportinq senior say not submit more than one 'nor observed esport while
the macine is under supervision without a section C explanation.

3. xceneds Reoorts. If the Macine being reported on receives a transfer (CT'
or chanqe of repaocrnq senior (CE) report within 60 days after submission of a
semiannual (SA) report, an "extended* report may be submitted. If the reportinq
senioc's zpinion of the Marine's performance has not chanqed since 0e suor issioe
of %he 1ast semiannual report. the previous fitness report say be extended to
covet the new period byl (1) checkinq the appropriate block in item 12, and (2)
enterinq a statement in section C to thie effect -aac this eport "is an extension
of the previous semiannual repotc on the Urine beng reported on. Adverse,
marginal, oc *no obsecved* reports say not be extended.

4. If the reportinq senior is able to review and evaluate the Mcineos perform-
ones of duty during the period covered by the report, and is not submittinq an
"extended* report. item 12 vill be left blank and all other section 3 ites will
be completed.

3004 COMPLZT!0C O' SECTION S

1. Section i of the fitness report form (less item 12. discussed above) conuists
of five independent types of evaluation: (1) item 13 factrcs describe the
Marine's performance of duty durinq the period covered by the report. (2) item
14 'actocs describe personal and professional traits and characteristics of the
Marine as an individual durinq the period covered by che report (i.e., not
neLessarly related to the qcades/sc.'cs assiqned to item 13 factors), (3) items
5s and 14 are I.oad in scope and rate the Marine as part of a larger population

rather than on specific traits, (4) items 17 and 18 assist in understanding the
other eveluations, and (S) items 19 and 20 ate recommendations.

2. In completing items 13. 14. and 1s the repoctinq senior completes the
bloex wich represents the appropriate evaluation with an 'X' that fills the
box out does not extend beyond Lt. Slocks :ontLn preprmnted abbrevLations for
the sark they represent, as shown in *iquce 3-2 below. Repor-t± sei~ors should
strictly adhere -0 these definitions 4v*idLnq the natural tendency to pechkit en
individual's performence it, o" erme to influence unduly the arnqs .a ill
others. b s= factor sh'u.Ld =e evaluated as a sepecoeg and d.r-,ct item.

3-3
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Prthap. repo.TAnq senliors must guard against assiqaimetc of Inflated -~Ar:s.
Suach inflati.on results iA a skewed repcesed-tation of iiudividUal CftoacteC;.st,_cs
end petormiace which adversely affects Pe value of the fitness report.

EM'ESS 1LEORT AAXING A SSEriTAT:0NS

Abbreviation T- lening I erltic

NO not observed insufficient opoctunXty to evaluate

UN unsatisfactory unacceptable

A b"Low averaqe elow generally accspted standard

AV average qualified

AA above avecaqe hiqhly qualified

ex excellent gualified to a degree seldom achieved by
others of this jeade

O outstanding one of the clearly superior individuals of
___________ ____________ I this Irade nown :o tMe :eporting senior

Piqure 3-2. -Oefinitions and AhOreVations.

3. When rating a Raine. tat reporting senior must stake an entry for each item,
in section 3 (unless a "noc observed or 'extended" report is beinq submitted).
If iue valid observation has been made ra ar, area, the". the factor(s) assoctatewd
with that aree should be zarkced. 'nt otserved.'

4. .~em 134 j 4 erfouane . The following special instructions apply when mark-iaq item 'actorsa

a. Item 1a (Reg.ular Uuties). marked "Not Observed" in all -&sea for
acadeicn (An g; (ArT) repoc1ing occasions.

0. em lb (Additional Outies). Marked other than '4Ot Observed" only
o.en an additional duty (duties) required the Racine reported on to devote

pColonged periods of tise to such duty (duties). I a saking ochec tnan "ot
Observed is asigned, the additional duty (duties) Performed -ill be iden-
tified in section C. If tile ark assigned is aarqnal or adverse, justifica-
tion foe Ole sark given will also be included in section C.

0. :tem 13d (Handlin1g fficers) . Always macked 'ot Obsered* when the
Xasrn. repocted on 1i en NCO.

d. Item 13q (Tactical 4andling of Trooos)

(1) rot ground officers and MCO's the tactical unit considered will be
appropriate to the acine's gerade.

(21 In the case of naval aviators and naval flight officers whose
primary duty is flying in a squadron, this item will be used to evaluate
flying Leadership qualifications. the officec's ability as a designated section
leader, flight leader, helicopter iircraft coamander, transport pLsn4 :o=ander,
tact4cal Air coordinator ;iroacne) oc in any otner position of aeronautical
leadership or combination thereof, will be graded and the specific qualification
tO Which "e item refeCS wll be identified in section C.

S. Itse4 ualiiee). ualitlea included in item 14 will he marked according
to ts-iw 0 n =Zo ih i nn

a. endurance (Physical and mental ability for cacrying on under faciquinq
conditions.

3-6
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ibo Personal. Aoearance (The tralt of nabituall.y appearing meat. smart. and
,ll-qOO,,,ed i.n uniorm or civilian attire and maintaininq .. e eiqnr-ueiqh
ratio pcesecrzed in current iirectzves.)

c. Military Presence (The ;u&14.ty if alntaln.inq 9ppropr:ate &-fniy and
SoLdxiely earinq.)

d. Attention tQ Out'i (:ndustry; tne traiz t o xring thoroughly and :on-
sc in tiously. -

e. Cooeoration (The aculty of WorKIng in harmony with others, military
and

f. nitiative (Thetait : at f taking necessar or appro*pcae action on own

. Judme"t (Te abiliry to hinx clealcy and ac.'le at loqical
-oncluszns.)

hi. Presence of Mind (ne sbLy %0 :hink and act Promptly and ef!ect-v*1y
in an expsected emergency Or .inder great s ain.)

i. orces (The faculty of carrying out with energy and resolution -lac
wkicb is 34 ieved -0 0* coasonacle, :!ight me duty.1

J. Leadershic (The capacity to direct, control, and influence thecs and
still maintain nign .orals.) This trait should be evaluated in terms of staff
as weil as command responsiilities. he capacity to direct, control, ant,
influenca staff actions is as indicative of a Marine's leadersnip ability as is
performance in a command or decisioncakinqg position. In addition. the abilit7
to effectively communicace decisions, :ecommendetions, and directions either
verbally or in wricing, or *och. should te consideced.

4. Loyalty (The quality of rendering !2ichful and vlling service, and

inswerving Aleileance under any &ad all circumstsances.)

1. Personal Relation s (FacuL.ty for estanlisainq and maintaining cordial

relations with. miit;y and civilian asaociates.1

a. 1onomyof ,n qe il (Effective ticlization of personnel. money, and
saerial resources. .s sitrat tlects the ability of the individual to
efficiently and economtc1ly or*ganize available resources within fiscal and
xluagavocl imit'*ati~ons.

me. (covw. Potential (The :aac::ty for professional development and assign-

ment co increasingly cemanding duties.)

o. 'be q(al1es of "endurance" (14&1 and 'presence of mind- (14h) , although
normally associated vith a combat environment, may also be encountered in non-
combOat situatons. Macking of these !actors, therefore. is appropriate in
either case wen demonstrated by -.he Marine and oonerved by the reporting senior.

4. tems 13 eGeneral 7alue to the Service) and 15 6elosabil itv)

a. Item 15 is not a summary or avorae of marks in items 1 and 14. 't is
the cepo r ng senior's est m te of how the Macne compares with aI.' Ot.. ec 4.arnes
of the same grade xnown by the r portinq senior, tacing inco consideration aI
Lmportant factors such as performance, iersacility, potential, and preference
for mna.nq the Marine as a sember 3f -he command.

(1) Iem 15a. This item will oe aad ".4ot Observed* in all cases
for academic 7 school (AT) repocting occasions.

1-7
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(2) Ite 15b. Record numerically in the appropriate column :.e total
nusber of Marins othe same gcade eno are marxed *Outstandinq, 'Excellent-
Outscandinq," *Excellent. etc. When enering the numbers :emain clear of sara-
inq boxes. This discriiution Must :eflec- all :t.hr lacrines of the sare ;rade in-
der %he reportinq senior's supervision at the time of the :eport, .s . aLl :La
been included in t.he reoor L.n occasion. r-ncisuacn of al! ohaer tarines of te
same grade in this d~stritin is ,tandatary whether or .ot reports srs, sctuaLly
SUMa.ttde on all others at this tC-1. This districu ion serves to advise z Oncrs
Of selec?.ion and assigmaen. z4rds/p=c*sses of the -elacive s tain.q ;! a nrizio
viclun a population of the sane ;.ade and snc uJd .covide to discr.mination noces-
sary to identify truly zucttaadinq marinAes as wel. as those %**cLnq4 .mMV.Rnt.
Since this nark is of wital imortance to sech Martnes a rser, recort-na sanicra
must exercise %ucost :are and attent;o. eotsiwiaq thet the aMmors ziistr:.cuted in
Ltems LSt and L5c reelistically reflect -ci-ual zsread of pts!ormance. avoiding
an artificial clustar or !also d. stt.riUton.

(3) Item 15c. Pill in the blocxs in eac column so tat ti-e sum
corresponds tO ".;e numerical "alue 91ven in item 15b. If 15 or store in One
coL umn. . in all blocks in the column. -XAMPLZ: A Ceportinq senior submits
a repor, on one of 43 second Lieutenants !or a particular :eport-nq occasion.
1em 15 ould ap pea aa follows:

b. : ] 16 refers to service in war. It d-oes not necessarily :far to
se.vice in a combat at*a oc billet. but rather relates to the increased :qors,
stress, and responsibilities that accompany service in any capacity durinq war.
This item aill be farXed "'A t Observe"d' n all cases for academic iAC) and
school ,AT) reporting occasions.

7. rtem '7 (Reports) and 18 iObservation;

a. In item 17, !ill in the *yes' or *no* block of each lettered item as
appropriate. If "yeas in any case, and a report(s) has not been suDMstted to
the Commandant Of the Marine Corps, actach a copy or a statement of the nature
and attendant circumstances to the fitness report. If a repoct has teen sub-
mitted to the Commandant of the marine Corps, reference such report in sect:on
C, to the deqro* it can be identified.

(1) Item 17a Commendacorv;

(a) The folloWLnq types of :ommendetory material warrant a narkinq
of *Yes,-

I Recnamendations !or petconal aw'cls and decoraions.

2 Certificates and letters of commendation or appreciation.

3 Routine orders promuigatinq =eritortous mast.

n Lettecs of appreciation not within tie normal chain of command

if they tention rse arine concerned.

(U) Recommendaeons for mer*torious nait wnich were disa~pcoved
will not te refercesd in thiS Ltem. out may te comMefted On o ecttoi Z.
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(C) Letters vhich relate to the oftcielncy of a unit as a whole ase
not considered to commend a particular xacine. excepqt th commandinq officer of
"at 'init, and will not be referenced or !ocwaCded, except In the case of the
commandinq officer. If forwarded, such ler:ecs will not be Lncluded in the
.agine's case file.

(2) Item 17b (Adverse). Thiis Item will be marked 'yes * if adverse
material directly :eflectznp on tne Martne's performance of a$signed requlac
or additional duties ducinq thy period covered by the ceoport has aeon received
by the reportinq senioc. If such adverse matters have led to disciplintry
action. cney will also be referenced LA Item 1Tc (see suopacaqgapa (3)., eLow).

(3) Item 17c (0Oscilinary). ..his ites will normally be marked 'es'
if the marine has recived onudfiall punishment or has been convicted by a
civil or mlitacy court during ue reporting period. No other adverse matter
will be cfered to in item 17c. Oisctplinacy material will be :efecrd to in
the fitness report covering tae period during which the nonjudicial punishment
or civil/military convietton(hl oceurred, the actual onses meed .,or %Ave
been committed durinq the recpoctinq perod. See :able 3-2o below., for specifL
instructions on completinq item lc. Also so* paragraph 1005.6.

RULES OR COMPEET14G IMt c7

R A - .

L If disciplinary action
9 is... mark item 17c... ___ __i ____

nonjudicial punishment yes it least 1
days have elapsed,

since ispasition
of k4P. and no
appeal has b en

made

2 (1JP wes appealed.
but appeal was
not granted

3 no .2p was appealed.
and appeal -as
granted

4 NJP wes appealed,
and final result

are still zendirt

S cout-eartial yea fi ndinqs and !if case is
conviction sentence (if on review.

any) have boen ;descrioe
announced in urr mt
ooecn court ,te

status in
6 civil conviction findings have section C

7 .1 been adiudoed

b. In item l, fill the block most appropriate to the deqree of o0servation
of the uaine's oeocmance of duty.

3-;
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. Item 19 (Qualification for Promotionl and -0 (Reconsendat.on for Next Dutv)

a. item 19 is to poecit the reporting senior to indicate his/her evaluation
o the Maine's quaLficatlaon for protmotion.

(1) foc genecal officers, chief warrant officers (W-4), and all

serqeants majoe/mestec gunnery sergeants fill te "sOt Applicacale block.

(2) If the uarine is considered qualified tor ;pomotion with contempo-
cacie fill the 'Yes" block. marines recently promoted should e considered
with their contemporaries and scked accordingly. lRocent promotion .a not

sufficient ceason, in itself, to mack other tan the *Yes* block.

(3) If the atine is considered not qualified for promotion with his/her
contempocaries fill the *Io'I block and enter the following statement in section C:
'Based on my estimate of this Macine's potential, I ecommend =at (he/sha not
*o promoted at this time.* The ark muast be fully explained in section C and
constitute$ a marginal eitness repo r cequiring :efecral of the report to the
Macine reported on for the completion of item 24.

(4) If it is considered that the marine will not be qualified tor
promotion at any time fill the "44' block and enter the following statement
in section Cz *Sased on my eSCimaCe of this Mrine's Potential. I recommend
that (he/she)l not be promoted.- This mark suet be fully explained in section
C en4 constitutes an adverse fitness repcrt requiring referral of the cpct to
the ma ine cepocted on for the complecion of t m 24.

(3) If =he Macine is considered qualified for accelerated promotion,

i.e., qualified for promotion ahead of contemporaries, do not sac any of .e
blocks in this item. Enter the statement in section C: 'Based on my estimate
of this acine's potential. I recommend that (he/sze) be considecd !or promo-
tion ahead of contempocacies.* This recomsendatiom sust be justified in a
specific and concrete manner. General statements without explicit details are
considered insufficient justification. 1n the ass, of en1isted Marinas.

~nnniqofficers must swbmt detailed letters of recommendations to the
Commandant of the Marine Corps (Code MKPR-2). EaListed Mar=e will not be
considered for accelerated promotion solely on the basis of fitness report en-
tries in block 19 or sttements 1A section C of the fitness report.

9. Item 20 (Ducy Recommendation)

a. Item 20 is to permit !he reporting se'no to indicate which one of the

thoee duty prefegences expressed by tne Macin- in item .0 of section A is
supocted (CONCUR) or, if none is appropciate, to recommend the MaCin*s next

assignment (ReCOMNZD).

(1 Concur. The blocks containing the numbers 1. 2. and 3 ace used to

empress cPncuccenc with item 10. Only one of the three blocks is to be tilled.
00 not mack ny of thees three boxes if desiring to sake a recommendation.

(2) Recommend. If none of the three duty preferences expcessed by the
Macine in ite' oection A is considered appropriate by the Cepoctig' senior
this should he indicated by not sacking any of the blocks containing the num-ecs
1, 2. and 3. Te repoctinq senior must then indicate a recommendation for the
Xarine's next assignment by making (an) appropciate mark(s) using the blOc93
concnininq te letters 'A.* ,' and *C.* if tie reporting senior considecs the

arine as suited for special duty assignments. all Six blocks say be marked *0

indicate this fact. This recommendation may net be made, however, if the saa

in block 14n :Ggowth Potential) is lower than 'excellent."

(3) permissible Macks !or Item 20

p=;.* 44-'=ZU-' 7V-'-T.-;Concur and recommend first duty

%j.iIf el prteseence iastated in item .0 of
section A by sexking block 1.

~ ~ .I.~Concur and recommend second duty
3',LO ~ "' d~ preference. as stated in !toon 10

of section A oy arxktq block 2.
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;~7 Concur and recommend third duty
...1 B preference as stated in item 1.0

of section A by marking blockc 2.
-7 Recommend FE dutof for next is-

~ I( -~ Si~flznt oy ma ng OIOCX A.

.. " necommend garrison duty for next
j; - assignment oy jacking olo0c 3.

~ RACOmme~nd School EoC next assign-
j rp1-0Fb sent by MaCRking bloc% C.

af ecammend indoeendent duty 'or
In~~ ~~ i~I ~ ~ xt assignment Oy MaCK~.ng DOlCKS

Sand a.

r'n~-r~-~nRecommend barracks jut foe -next

~ assignjment by marking blocks 3
a.d C.

'7-, m -. q7.rnT..v Recommend o ai a d uty o ne xt

L~ignment 4 xn blaocks A.
!W-4 a aJl • qnamnt lay zacx~nq bl.26i~t

• - , ad C.

. .... Recommend as suitable fr a
assignments; i.e., recruitin 9 MIZe
0or recuier. recruit depot 3 fficerC or
drill instructor, Racine security guard
battalion.

10. rtom 21 (Reserved). Ths item will be left blank.

3005 Com'rTTON or SECTION C

1. The completion of section C Is -he rem nariIl.tI. Of e %) -ropcrc q
S er and will he don.t in ball oiat or fountain pean in blue, blrc.
Ot blue-lack ink, or by typewitrc. Comments concerning trie professional
chacact e of the Marine reported on will be recorded in section C in a neat and
legible fshi on. It is normaly expected bat "e comments in section C will
ampl.fy stion B smacks and il oe confined to the space provided on the fitness
report form. cevt 'y and acc, cy ace the ktynotes, as excessive words tend to
draw attention away from the :rte sudscance of "ne report and may even work to
the Setriment of the Racine being reported on by 'tiding an especially perceptive
or valuable comment.

2. dvcse or marginal markings in either items 13a (regular duti.s) or ISa
(general value to the service) of section 3 must be specifically ]ustified in
section C. Justification should mention specific and concrete occurrences ohich
led to the adverse grcde(s).

3. As a .inimum. section C must contain cori-ents in certain specified cases.
Mandat*ocy section C comments for specf..c c€rcumstances are outlined in figure
3-3, telow.

" " III I• .. .. . ... I l . .
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MANOATORY SECTION C COMMEITS

Y

2 Section C
E Corent must only if

I explain physical fitness/ such information is required by
weight control status curot MCO 65100.3_ fer the .Marine

being reoorted on

2 identify T/O grade of billet T/O Irade is ignqec than ,acine-'s
in which .arine is servinq actual grade

3 justify acrks in 13a and/or ISa item 13a or l5a of section 3 marked
adversely oc marninallv

4 define officer's aeronautical Ilarin is naval aviator/naval
ability as an aircrewman flight o .icer ',oss primary duty

is f yino

5 define officer's specific position marine is naval aviator/naval flight
of aeronautical leadership officer in position(sl of flight

command

6 note that duties required such was not reflected in item 3c
close contact/joint effoct of section A (i.e.. a "J* or '1)
with semzecs of other services.
foeign nations, and high echelons
of our own Government

I indicate that report is for appcopciate block checked in Item
a *not observed" oc 'extended* 12 of section 5
period __________________

a explain why Matine was not ", NT' is entered in item Ga
administered Pf1? -

9 describe the medical problem *.RMZS is entered in item Sa
and expected duration

Fiqure 3-3.--olini.mum Required Comsents for Section C.

4. Other c omants in section C must be consistent with the marings in section 3.
Comments and recoemendations pectaininq to retention in aviation, on active duty
in the Resecvo pcocam, etc., should be made only when specifically cequested by
the Commandant of the Marine Corps. in cases of academic (AC) and school (AT)
reports, see pacagcaph 1003.2c (AC reports) cc 1003.3c (A? coacts), as
appropciate.

S. Coments concernifn the Macine's capacity to handle assignments of increasing
responst blLty, particularly tnose involvinq -ommand. otentisl for advanceonc;
ability to Learn and adapt rapidly, abilities in oral and written communication;
any soecial abilities, particularly ;nst:uctional ApitJde ind a:bi.IL:y!. sel-
iaprCOVZOent efforts: rnOWi4dqe 3f '4orld affairs; off-duty cOmmuni-7/cIvIc
activities and effectiveness in h e execution of equal opportunity responsibili-
ties are illustrative of the chacactecistics which sight be reflected in the
svaluation.

4. As a wocd pactuce of the Mrine being evaluated. section C must be accucate
and seanangful. This means that, along with positive and stcong characteristics,
defects must also be described. T-e inclusion of minoc and nonsignificant, or

3-L2
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trivial, imperfections is no desirable and serves no useful purpose. Remarks
attestinq to the "lack of *xpercencel of a uaine in a now job. for exampl.,
can be omitted from section C because lnexpecrencs in a new job is only to be
spected; on t.e Other hand, very Capid adjustment to a new job would be an
appropr iate comment.

7. Although their us* is not ncouraqed, suppLementacy paqes say Oe attached
if comments in section C must. of necessity, Oe lenqthy. In ahose ew cases
whaete supplemental pages must ze used, tney should identify the name, lrade and
social Security number of tne Marine einq repocted on, and the peciod and
occasion of the repaoct. Attach by ataple to the space provided 2n the fitness
ceport form.

3006 OUNUlUI.G

1. Counselinq .s an essentil. eLennt .n the performAnce eveLue tin system.
equal -n importance to pecocmance appc isal. Each .arine must be made awace
of duties assigned. the standards of performance expected, now pr!or2ance is
.udqed, clative standing among peers, and the oppctunities that exist for
career development.

2. It is the responsibility of the reportinq senior to ensure that each Marine
clearly understands what standards of p;efocmance are expected and how well "he
individual is (or is not) perfocminq. mece statements such as 'You are doing a
god job - keep it up- ace not good counseling oc good leadership.

3. Counseli q must be a continuous process. It should commence when a .acine
first joins a "nit, should continue at frequent intervals durinq the Racine's
tou of duty, and terminate upon detachment. Since the initial counselinq
session is largely policy oriented Couclninq expected standards and indicatzn
how the reporting senioc judges performance) it zould be conducted at a qroup
welcome aboard meetin. although a pecsonal session is more desicioe. Su -
sequent counelinq sessions, however, must oe on an individual ais And 2ust
be conducted at all levels and foe 41l grades. Counselinq say occur at any
t1A, and As otten As it is needed; it cannot oe reduced to a scheduled basis,
but should taxe place on any occSion which is suitable. One such occasion i
the preparation of a Marine's fitness ceport; 4acines expect and are entitled
to an individual counselinq session at t.hese times. fitness :epocts will not be
shown to the Macine being counseled, nowevec, except as discussed in paragraph
4003.

4. in Order to be effective, counseling must De positive and clear. Generalities
and quick references to lofty principles, e.q., *Your overall performance seems
o.k., but you need to work a bit hacdec on your espcit,' do not counsel oc guide.
Positive counselinq can be performed in a number of ways, Out should include four
definite steps:

(1) Review with the Macine, individual performance to date.

(2) evaluate this performance.

(3) Jointly establish a definite tacrge(s) (i.e., a plan requiring the

marinets eforcts) for maintenance oc improvement of performance levels.

(4) Establisb a coaching plan (i.e., a plan requiring the repoctinq
senior's pacticipation) to guide the marine towacd the target(s) estabLished
in step (3).

S. Otscussion of Counsein Ses

a. Reviewing the Uarine's oerformance

(1) Thia step should consist of triefly descri:inA to the .Marine those
performance of duty highlights which iccmr:.ed since the lest oCu0aselinq session.

3-13
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as they ace recalled by the ceatinq senior. This description Ls most effective
if organized cconoloqically fec effect, beginning with the fart significant
highlight. e.g., *at the beginning of the peciod. your squadcon conducted
cacrrier qualifications with a 100 percent :-rd of success., end ledinq ip to
the last. e.q.. 'last week, your squad finishead "third -n %he zsttzilton dcri'-'
-. rrp-t Zion.

(2) Zves if a report.uiq senior has not porsonally observed a .ac.ae's
voformence of duty, performance highlights must still o reviewed with the .larie.
The individual must be advised, howevec, that such highlights ate not based on
personal oossrvseion. The source of the reporting senio's knowledge of the
Marine's performance should be mentioned, e.g., * ... Oased on cecommended fitess
report markings from the rang. oaffcec..."

b. Evaluation of the marine's Performance

(1) During this phase of the counseling session, the repactinq senior

places the Macine's pecformance highlights into a meaningful perspective oy co-
paring them against Macine Caors and organizational standards and policies.
Issencially, this is the same process which the cepoctinq senior employed in
pcepainq the aine's fitness repoct.

(2) Career oppactunities should be another topic of discussion in tas
session. As a ainimum. nhe repoctinq senior should review the duty prefecences
hAch were iadicated on thoe Marine's latest fites report, and discuss t"e

reporting senior's recommendation. The ationale !o the recommendation 'ust be
esolained. and the Marine should Le encouraged to refer to appropriate cacer
planning orders and bulletins for career patten guidance prioc to submitting duty
preferences. It is impo tant that the reportinq senior dispel any false ispres-
sions regarding ?e~fe ¢ercke of cuty, sucr as. *...it looks good on your record,
or. a good aviator always requests flight duty,* etc.

c. Establishment of a Target

(1} This part of the counseling process serves to map for the Marine
the road to improved (or consistent) perfocmance. Clearly attainable targets
must be defined. These should first be Ln areas of performance where the mecine
Is below the Macin Cocps or organizational standard. They should be e*pcessed
in such a way as to be obj ective and easily measured. They cannot oe too broad
or include :ce than one step (at a time) , or else the Marine will have
difficulty in achievinq them oc even understanding how to achieve thes. Some
esasples of performance targets that provide a clear level of squired perform-
ance. and a sense of accomplishment on completion. are coapaced with lose
meaninqful ones in fiqure 3-4, below.

gxample of Target Definition

129rovement needed in j Clear deag
I

Regular duties I Prepae Cfirs draft Tighten up your
of an office SOP y office procedures.

Personal appeac3ncs Get a requlation Xeep your hair core
I haicut at least closely trimmed.

once-evecr 10 lavs.

rigure 3-4.-Examples of Z'lar and Jeek Counseling Terms.

2-14
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PUgRrON= EVALUATION S'StU 3007

?raitnq personnel Prepare a master Get a better grip
list of all Id on scheduling of
quarter tratning training
cequicemencs by
0 oecemOec.

Administracive duties prepare a carbon Let the conmandlng
copy on yellow paper officer know what you
of each letter siqned sign *Sy dictiCUon."
S~y dizection- and
send the copy to :each

.fadjutant within 24
hours af signing the

______________________ oriainal.
Physical Fitness Test o 40 situps Ln 2 Improve your Ptr score.

I n s ow 30 Arl.

Pigure 3-4.-Examnles of .leer and weak Counselin Trms-Cn/tinued.

(2) If the need for improvement is not evident in any area. the reporting
senior should sugest targets which. when accomplisned. will serve to 2aincatn the
arine's high level of poefocmance. This guidance must be as clea and precize as

that discussed eaclier, but should be aimed at the enhancement of already sound
performance characteristics rather than the achievement of satisfactory perfocm-
ance. Consideration should bQ given o off-duty education, corcespondence study
in professional subjects. participation in a professional csdLnq/discuaaion group,
and other activities which tend to expand, cacher than develop, Whe qrine's
attr ibutes.

d. Establishment of A Coaching Plan

(1) T0 be effective, counseling cannot end with the initial session.
Coupling one of the key leadership steps. Mamely, supervision, with a sincere
interest in the pcoqceas of sach Karine coward clear tacet(s), produces a
cardinal counseling rulea coach each Marina to performance Lmprovexen/min-

tenantce. 14ttiout the personal coaching of roeoting seniors, Uarines say sake
little cr no progree or improvement.

(2) Coaching must be positive and dynamic on the pac: of the reportiqn
senior. It should consist of both scheduled and impcomptu sessions and should
he performed in a wars and sincere, but authoritative. sanner. Several coaching
sessions say be cequiced before a marine reaches a goal. but if coaching is done
regularly, and if tne goals ace realistic, accomplishment will eventually occur.
Improved performance as a result of counseling is almost guacanteed. but its
success is dependent on both the individual arcine and the reporting senior; the
Marine can rarely do it by himself/herself.

S. These fouc counseling stage can be accosplished informally, but should be
conscientiously and carefully researched and planned. The is* of counseling
wocksheecs. notes, interview quides, and other aids is encoucagd, and the
documentation of counseling progress should serve as a strong indicator of a
reportinq senior's proficiency and skill as a :ounseloc and leader.

7. FOr additional requirements in the case of an adverse ot sarginal report,
reer to section 4.

3007 ?OUWARDM~ REPO3RT TO RVEWING OftPC!

-. After completinq all of the previous stge, the reporting senior will sgqn
Ltem 23 of section 0. enter the dace, and !ocward the report to he @eviewing
officer *oc action. Prie to forwarding the report. howevec, the repoctq

:onio uaru l 'ither (1) csrtifY that %he xarine naz been. rounaeled. or (.1
eXplai n an attacned sheet why counseling was mpossibLe.

3-15
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Performance Evaluation System Survey

1. MCO P1610.78, Performance Evaluation System, provides
guidance for the conduct of the Marine Corps' performance
appraisal system. The System consists basically of two
components: (a) the Fitness Report which is a formal
document administered with strict controls, and (b) a con-
cept for performance coaching/counseling which is neither
supported by a specially designed document ncr admin-
istered uniformly throughout the Marine Corps according to
specific controls. The Fitness Report is familiar to all
Marine officers. Section 3006 "COUNSELING," which de-
scribes the Marine Corps concept of performance coaching/
counseling, may be less so. Please answer the following
questions based upon your understanding of Section 3006.

a. Differentiate between counseling and coaching.

(1) Counselin,:

(2) Coaching:

b. On the following page write a performance target
based, to the best of your memory, on the provisions of
Section 3006.

Ifi



Performance Target: 132

C. As a reporting senior do you use the Fitness
Report as a guide when executing your performance coun-
seling duties?

d. In the past ten years how many reporting
seniors--including writers of concurrent reports--have you
had?

e. Of the reporting seniors ennumerated above, how
many conducted meaningful counseling relative to your
performance?

f. Most large American organizations use perform-
ance appraisals to provide information for two purposes:
(1) organizational control, such as identifying persons
for promotion, assignment, merit pay, etc., and (2) ef-
ficient utilization and development of human resources
which encompass performance counseling. Which of the two
do you believe the Fitness Report (a) is designed to
serve: 1 or 2?
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Summary of Survey Results

Question

Respondent a(l) a(2) b c d e f

1 CCR CCR ECV Yes 11 4 1

2 ECT ECT TGR Yes 14 2 1

3 CCR CCR ECV Yes 16 2 1

4 ECT ECT ECT Yes 11 8 1

5 N/A N/A N/A Yes 10 2 1

6 ECT ECT ECT Yes 16 2 1

7 ECI ECT TGR No 20 5 1

8 ECT ECT TGR Yes 7 3 1

9 ECT ECT ECT Yes 5 3 1

10 ECT ECT TGR No 12 0 1

Total 122 31

Legend

CCR -- Completely correct response

ECT -- Essentially correct response, time element
omitted

ECV -- Essentially correct response, slightly vague

TGR -- Too general a response

N/A -- Not applicable



APPENDIX C

Behavior-based Navy Officer Fitness Reports

The behavicrally anchored rating scales (BARS) includ-

ed in this appendix were extracted from a study conducted

by Walter C. Borman and Paul D. Johnson of Personnel Deci-

sions Research, Inc., Minneapolis, Minnesota. The study

was done under contract to the U.S. Navy. See Bibliogra-

phy, Government Documents. The results of the study are

reported by Walter C. Borman and Marvin D. Dunnette in the

October, 1975, issue of the Journal of Applied Psychology

in an article titled "Behavior-Based Verses Trait-Oriented

Performance Ratings: An Empirical Study."
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SECTION I

GUIOELINES FOR USING THE OFFICER FITNESS REPORT MATERIALS

Background

A task force of Naval offTcers, working with Members of a private
consulting firm, developed 14 cacego-ies of officer effectiveness.
The "performance eaw'ples," which provide further definitions for each
category of effectiveness. were drawn from tha real-life experiences
of these officers. Thus, the content of the rating scales dea~s with
actual performance rather than vague personality traits of personal
characteri s t ics.

Iscrioction of Officer Fitness R eort ater'a;s

i. Rating Categories. Section II of this kit contains 14 categories of
offier jo performance.

a. General Definitions of Performance Catecories. Immediately below
eacn of the 14 category titles is a detailed definition of that
performance category.

b. General Statements of Very High, High, Fully Adequate, Low, and

-ern Each category contains general aescriptions
of oticer oenavtor at five different levels of peaformence from
Very High to Very Low.

c. Examp ry , , y Adequate, Low, and Very Low
Perforformance e;xaoles ror each category are 0ased
on the actual Naval experiences of ,mboeers of the task force
mentioned earl er.

2. Rating Forms. Ratings of subordinate officers will be recorded on
the nine point rating forms provided ;* Section Ill.

3. Officer Develoomental Plan Packaot. This Package includes a discussion
of performance appraisal tec.niques and three worksheets designed to
aid you in improving each of your subordinate's performance (Sections
IV and V).

Making the Ratings

I. First, you should turn to Section 11, Category A-I (Anticipating,
Planning, and Executing), and read over the category definition-, general
statements of performance levels, and the performance examples.

2. Now consider your first subordinate officer to be rated. Place his
typical behavior somewhere on the continuum of very high to very low
as defined by me performance exasples and the general statements of
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different levels of performance for this category. Using this

method of coaring each subordinate's typical performance on the
category with the levels of performance defined by the five general
stateets and the performance examples, rate each of your
subordinate officers on Category A-1. Record these evaluations on

the rating forms provided in Section iMl. For eachi category, you
should fill in the name of your subordinate officers to !) rated
and placa Xs" in the appropriate squares to tre right of each
name. Notice that the mine-point scale on these forms corresponds
eactly with the nine levels of performance defined for each
performance category In Section 1I. When yo have finished rating

each of your subordinates on Category A-], you are ready to go on to
Category A-2. Follow the same procedure on this category and on each
of the other 12 categories in turn.

3. After you have completed your ratings on all 14 categories, turn to
Section IV.
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APPENDIX D

Navy Recruiter Job Performance Ratinos

The Navy recruiter BARS in this appendix were develop-

ed by Personnel Decisions Research, Inc., Minneapolis,

Minnesota, under contract to the U.S. Navy. See Bibliog-

raohy, Government Documents. The author dues not know

whether or not these BARS were ever incorporated into the

recruiter appraisal process used by the Navy's recruiting

service.
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APPENDIX E

Military Development Evaluation & Counseling Form

This set of BARS is presently under study by the

Department of 8ehavioral Sciences and Leadership, U.S.

military Academy, West Point, New York. They were provid-

ed to the author by Major Louis S. Csoka, a member of the

department. Major Csoka is participating in the BARS de-

velopment. The interesting aspect of this set of BARS is

that it is intended to be used, in part, by peers.
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APPENOIX F

Marine Recruiter Behaviorally Anchored Rating Scales

This appendix is extracted from the author's earlier

efforts in the study of BARS, a paper titled "A Systems

Approach to Mission Accomplishment Through Recruiter Moti-

vation." It describes the author's original reasons for

pursuing the BARS concept, and more importantly, it pro-

vides the set of BARS developed for the Marine recruiters

at USMC Recruiting Station, Long Island. This appendix

also constitutes an objective lesson why an organization

developing BARS is well advised to seek professional

assistance. At the time, the only reference used by the

author was the brief section describing BARS in Wendell L.

French's textbook, The Personnel Management Process. As a

consequence, the author was ignorant of the Smith and

Kendall procedure, did not fully appreciate the distinc-

tions between behavior, performance, effectiveness, and

results, and ended up with a mixture of apples and

oranges. As the reader will see, several of the scales

are essentially behavioral, but more of them tend to be

effectiveness-related and results-oriented. Unwittingly,

perhaps, they represent a combination of the BARS/MBO

combination recommended by Kearney and by Schneier and

Beatty.
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Chapter t

ITODUC~tal

Prologue

rigadier General Alexander P. .ac.Mtltan, lirector of Personnel

Procurement, and as such, senior Xarine in the Recruicing Service, recently

addressed a class at the Recruiting !Maagemenc :ourse concerning the

vagaries and vi.cissitudes of recruiting duty. e general opened his

remarks by stating, "?ace is what ordered you to recruiting duty-Destiny

is hac you do vAile you are here." 7he comment struck 'ome vith anarring

accuracy. Recruiting duty in recent years has become a risky undertaking.

Annually approximately sixteen Urine inajors are called to labor for

three years in the Commanda~t 's recruiting vineyard. lot all sixteen

emerge three years Later. Some Leave prematurely. Recruiting duty, nore

than any other assignment presently available, is "fraught with danger,"

to quote a follow recruiting officer.

Writing several years ago and obviously on another topic, the ?ranch

philosopher, Jean Paul Sartre, described to stark perfaction the situation

of the recruiting officer:

a can will nothing unless he has first understood
that he must count on no one but himself; that he ts alone.
abandoned on earth tn the ,%idst of hts infinite respon-

sibilities, vitnout 4elp, 'fith no other aim than the one he
sets for himself, -Atln other d than the one he

fo0e for himself on this earh. (underlining added)

Sartre's appraisal of the human condition applies even %oce perfec:ty to

the arine sargeant tending the graves in a recruiting substation. The

art of tho recrul.tng officer, then, is to .aad the recruiter to :ruLZ

. . . ... ... " . . . ..... " " " . .. .IM h~llll l . ... -- . " - : ' :, j . ... .. 2hI
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understand and act ,pon the forces aich influence his performance. For

the destiny of the two are inseparably enwvined.

The Idea of one's recruiting destiny provided the Impetus to synthesize

and develop four procedures alraady being performed by recruiti.ng offtcers

Inco a cohesive, sequential whole. Possibly nothing described a. the

following pages is n ew to the reader. On the other hand, the four procedures,

described as a %rhole, may provide the key to the improvement of the

reader's recruiting success, and thereby, his destiny.
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3

Recent Problems

Several weeks prior to attending the Recruiting 4anagement '7ourse,

I had completed the sergeants' semi-annuaL fitness reports and subsequent

counseling. tt had been a frustrating experience. t had fi-ally been

honest with ayself and admitted that I had not done a particularly good

job of counseling the sergeants. It had been easy enough to discuss 3v

marks with the high performers. All their -marks were Sood. They kzaw

their performance had been outstanding. The counseling simply reinforced

their already good opinion of themselves. Nothing Ls wrong with that.

Sut that described only three of tan sergeants. With the other seven I

had difficulty getting down to specifics. Even with the three outstanding

sergeants the counseling stopped short of examining their untapped potential

and identifying new areas for self-improvement. Conversations vith other

recruiting officers led me to believe that I was not alone in being less

than proficient in performance counseling. tnterestingly, business and

personnel management periodicals are replete with articles on the subject.

The articles suggest the deficiency appears to ste, from three attitudes

on the part of naagers: one is the reluctance to "play God," z a second

is the "unwillingness to engage in a potentially explosive or emotionally

"3
disturbing situation,- and the third is the fear that the employee, in

this case, recruiter, will give up if his ego ts damaged by his 3enior's

evaluation.4
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Failure to effectively counsel and coach each recruiter becomes, as

Robert C. 4cCoy described it. "a weakness that 13 extremely costly to any

organization." 5 The costliness results from failing to obtain the Sest

level of effort from each recruiter. The recruiter will give his best

effort only if he is motlvated to do so. Part of iy purpose Is to establish

that counseling and coaching is unquestionably t %e best means of Motivating

a Uarine to surpass his present level of effor:, proficiency, and attainment.

The central and unavoidable reality of recruiting duty is that each

recruiter's evel of attainment, meaning nev accessions, and 'evel of

effort, meaning prospecting activity, are Precisely quantifiable. .1his

ability to quantify attainment and effort, provided by "Systematic lecruiting.'

constitutes the datum from which much of the counseling and coaching can

and should depart. And to which, having set realistic goals, objectives,

and targets, it can return. To ignore each recruiter's effort. proficiency,

and attainment, when counseling and coaching, is analogous to omitting a

fire support Plan when preparing an operations order. Not being able to

measure and inCerpret a recruiter's proficiency and effort is like beginning

the Operations Order without having performed an Estimate of the Situation.

Concurrent with being dissetisfied with my counseling of the sergeants,

I was becoming increasingly convinced that the recruiting station's

assigned 7ocal Force Shipping 'fission for FY-79 was, in proportional

shares, as much the responsibility of each sergeant as It was mine. After

all, if one accepts the Commandant's wage one does the Commandant's work.

But the fuct remained that t had not, at the previous counseling session,

assigned each sergeant individually his fair share of the annual mission.

How :hen, was he to know specifically what was expected of him?

len
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As I thought about It. and recalling exposure to 1anageient-hy-Objectives

theory which I have had, my not assigning specific individual fair shares

seemed ridiculously short-sighted.

Further, there was the awareness that the Total Force Shipping

4Ussion for the zoning Fear was to he L5Z higher than it had Seen .n VY-

78. During FY-78 the effort by each of the recruiters had been, La the

aggregate, sufficient to exceed the assigned mission. But would the same

number of enlisted accessions be sufficient in the cuming Fear in light

of the increased total Force Shipping Kission? t did not tnoU. t had

not analyzed the mission with respect to the recruiting station's capabilities.

And suppose repeating last year's total effort would not be enough to

accomplish this year's mission? Row could the recruiters be motivated to

surpass last year's efforts? Clearly the time was over-due to perform a

comprehensive appraisal of the external and Internal recruiting environment.

In short, it was time to go back to the Estimate of the Situation.
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lehaviorally Anchored Rattng Scales

3ehaviorally Anchored Rating Scales "...:educe the amount if Judgment

or subjectivity required by the rater, and as Schwab and Henaman state

it. '(t)he evaluator ls cast sore in the role of an observer and less in

the role of a l±udge. 
' 17  

3ARS identify the crit:cal areas or a lob, and

describe more effective and lass effective job behavior in getting

results. The question remains, however, what are the fundamental tasks

wtich collectively sun up the duties of a recruiter? laving referred to

the 1illtary Occuoation Soecialtv MAnual, the ?rogram of tnstructlton !or

Rcruiters School, and Guidebook for Recruiters, 7olume t, no thread of

agreemen, -n t. Local consensus, however, .ocuses on the following

fundamental . a-s: 

Task ONE - Appearance and Fitness

Task TW - tlilization of Time

Task TREL - Prospecting Activities

Task FOUR - Salesmanship

Task FIVE - Data Collection. Analysis, and Objective Setting

Task SIX - Preparation of Documents and Applicants for AFEES

Task SEVEN - High School Program

Task EIGHT - Telephone Canvassing

Task SaNE. - ?oolee and Referral ?ro5ram

Task t - Administration and Logistics

The tan tasks concentrate on work performance and no oan traits such

as "initiative," 'cooperation,. etc. BARS for each of the tasks are

18
depicted in Appendixes A through J inclusive. lotice also :hat none of

31
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Table 4,. Task rVE: Data Collection, Analsis, & Objectives Setting

Outstanding Ras perfect knovledge and understanding of all Iefinitions.
Captures all data on prospecting activities. Annotates
all cards and lists coMpletely. Carries forward daily
tallies. Records results of all appointments and L.nter-
views on PC cards and in Scnedule and Results Book.
Accurately sums up and analyzes data. Unfailingly 3sts
realistic objectives and attains total monthly prosoecting
objectives.

Excellent Rarely misinterprets definitions.
Collects and correctly analyzes at least 93% of the above
items.

Above Average Occasionally errs In applying definitions.
Collects and correctly analyzes at least 30% of above
item. Understands philosophy but does not organize
himself well enough to perform cask more com.pLtely.
Ras difficulty reconstructing his activity for the month
by reviewing lists and working file.

Average .akes frequent errors in applying definitions.
Collects and correctly analyzes at least 75% of prospecting
objectives for coming month based upon not having proper
data.

Below Average Collects and analyzes less than 75Z of prospecting objectives.

lRaords very little data. Cannot substantiate amounts of
activity when Schedule and Results Book audited against
working file and list folders.



176

33
the tasks describe numbers of accessions or new contracts. the reeson is

related to the earlier consent that -he recruiter coatrols less than forty

percent of his environment. -he crux of the -.%atter ts that although the

recruiter Influences, through tie sum of his skills and effors, whether

or not an applicant w1ill enlist, ultimately. he does -ot control the

applicant's final decision. And therefore, it is Less than fair to judge

h solely an his number of accessions and new contracts. The recruiter

does control, however, the degree to which he can achieve .roficiency In

the tan tasks described.

A fair question Is: suppose a line recruiter is judgted to be excellent

or outstanding in each task but has attained only an average or below

average productivity - how should he be rated on his fitness report? The

answer: excellent or outstanding. Obviously he has done everything

possible as a recruiter. Some people are simply unlucky. Clearly he

should be evaluated under the "whole ,Uarine" concept. The point is that

sufficient empirical evidence exists to categorically assert that the

arine who is excellent to outscanding in the ten tasks will ALMOST .IVER

have a level of productivity below his station's average. It simply flies

in the face of reason.

Xtov consider a 3ARS of Task FIVE. Notice Table & opposite this page.

1JhIle the percentages used in the examples are a &actor of opinion, the

ARS format facilitates identifying specific job behavior. In fact, the

recruiter himself would probably select the same description of his

activity as would his superior. In using the 3ARS, it is imperative that

the recritins officer be technically proficient in the concepts and

apliCAtion of ".;VtCeatic ec-,Itttn". tnher.nt in -,stng the scale L3
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identifying a recruiter's present level of attainmant and influencing him

to attain a level of performance and skill commensurate with the next

higher description. in so !oing, the recruiter is coached in the ehavior

necessary to improve himself in that particular :ask area.

The ten BARS which comprise Appendixes A through J are fat from

perfect. A careful examination of each will reveal a myriad of apparent

inconsistencies, oversights, parochial determinations, and overlapping

descriptions. Even in this first 3eneration Eormat. however, the lecruitar

BARS are very useful.

Referring again to Task FIVE, "Date. Collection, Analysis, and Objective

Setting." careful study of a recruiter's Scheduling and Results Book and a

coaching session with him -ay determine that he has a perfect knowledge of

all definitions and keeps a Elawless book. but has difficulty analyzing

data and tends to set unrealistic objectives. This describes a combination

of "outstanding" and "average." The question is: how do you describe his

performance relative to Task FMVE? Outstanding? Average? Possibly excellent?

For an initial evaluation any of the three will do. The important idea Is

that weaknesses which are able to be improved have been clearly identIfied.

When the weaknesses are corrected, the evaluation of his performance or

skill will n-ve up to a higher level description. And as the dead Prussian

observed. the recruiter's luck In terms of newJ contracts should improve :o

the same degree he has enhanced his own efIciency and effectivetless.

Use if the 3ARS, even in this rudimentary.orm, Is nicely suited to

performance coachIne and objectives secting. At present, the IARS should

not and indeed, cannot, replace the fttnesi report. rlse of the Recru ter

C
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BARS, however, appears to be I asurably more useful and valid than

atteepting to convert his observed behavior .nto markings under "attention

him to ducy," "cooperation." "initiative," or "economy of nanageenr."

The level of attainment of :ask number 5 appears to be related to each of

the foregoing traits. 3ut in -what proportion to each? The possibility

exists that a proportional or weighted relationship could be determined

between the levels of attainment on the ten BARS describing the fundamental

recruiter tasks and the individual traits on the fitness reoort. This

would have to be done by experts to avoid obvious validity problems.

?inally, the possibility exists that the commanding officer could informally

establIsh his own relationship between the ten BARS and the fitness

report. Although the same validity problem exists, it appears to be ,

less serious than that associated with the present form of the !itnesn

report.

In summary,

BARS provide data on behavior, not the person. Thus,
feedback does not challenge the individual as a person
and, therefore, causes less defensiveness. 1oreover...
information is in a form that most closely neetas the rules
for giving effective feedback:
-it is specific rather than general
-it is descriptive rather than evaluative
-it concentrates on behavior that can be changed
-it avoids the "vhy" of behavior
-it is capablellf validation by the receiver
-it is timely.
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APPUMILX A. -Task )NE: Avvearance and Fitness

Outstanding Consistently vears an tmmaculate uniform to include
crisp creases, properly shined and dyed shoes, -lawless
placement of chevrons, service stripes. zibbons, and

badges. Uniform always serviceable and correctly
fitting. Impeccable personal grooming. Maintains a
trim military appearance wi:h less than 10Z body tat.
Achieves Ist class on ?FT. Office and vehicle always
immculate.

Zxcallent Varies from foregoing only by degree. In rare occasion

presents an appearance which warrants correction or
comment. Maintains a trim military appearance with .3.
or less body fat. Achieves 2nd class on ?FT. Office
and vehicle almost always tmmaculate.

Above Average Centrally presents a neat appearance. Uniform may need
correcting on small details. Sometimes wears uni 'orm
without freshening creases. aintaias a military
appearance relative :o weight distribution. l. or less
body fat. Achieves 2nd Class on ?Fr. Office aor-alIy
neat. Vehicle 3ccasionally not cleaned jithin one lay
of bad weather.

Average ?resents a conslstently adeiuate military appearance.
lormally could put -ore affor: Into appearance. Inor
correction could be made one day of every two. tf

huskily built, has trouble keeping fleshy pressure
off that portion of his shirt immediately above his
belt line. 19% or less body fat. ?asses ?FT. Office
presents a consistently "lived-in" look. Vehicle
occasionally not cleaned for several days after bad
weather.

Below Average Consistently careless about his appearance: scles not
dressed, creases -jell-aged, longlsh hair, soiled rtbbons,
high water trousers, sausage-like appearance jhen vearing
overcoat, etc. 23' or less body fat. -ails ??T.
Office consistently below reasonable standards. 7nri
and poorly organized. Tends to drive a dirty vehicle

one out of every two fair veather days.

GnsattsfAc:oory Totally un-:Iarine ike apoearance. Conslstent17

careless about his appearance in large and small letalla.
Slow to respond to correction. More :han 232 nody
fat. -alls ?f.. Office consistently below reasonable
standards and no apparent effort nade :o nake correc:t:ns.
Vehicle almost always unacceptable in appearance.

62
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APPEDIX 3. Task TO: Utilization of Tie

Outstanding Consistenety spends total monthly time as foll o:
60% productive time, 30% support ciae, and 1O
unproductive time. Consolidates trips into .SS's
area to accomplish a-lti-purpoes mission. Prospects
proper market Eor the time of day and year. Seldom
wastes time; accomplishes 70% of prospecting

objectives in first can working days of month.

Excellent Spends total monthly time as follow: 50% productive
time, 30% support time and ZOZ unproductive time.
Consolidates trips into R3S's area to accomplish multi-
purpose missions. Prospects proper market for the
time of day and year. Wastes not more than 45 minutes
a day. Accomplishes 50% of prospecting objectives
in first ten working days of monch.

Above Average Spends total monthly time as !ollows: 45% productive
time. 352 support tine, and 20 unproductive time.
Consolidates some trips into the RSS's area to
accomplish multi purpose mission. Prospecting
plan. not closely tied to proper market for time
of day and yer. Wastes ot mare chan one hour and
fifteen minutes per day.

Average Spends total monthly cime as follows: 35% productive
time, 40% support time, and 25% non-productivs time.
40Z support time, and 25% noo-productive time.
Consolidates very few trips into RSS's area to
accomplish multi-purpose missions. Lacks an
organized approach to market available at the
particular time of day and year. Wastes not more
than one hour and forty-five minutes per day.

Selow Average Spends total monthly time as !ollows: 25% productive
tine, 35% support time, and 30% unproductive time.

Almost all trips into ares for single purpose missions.
No rhyme or reason to selection of market being
prospected. Wastes up to two and a half hours a day.

Unsatisfactory Activity less purposeful than that described in
"below average."

63
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APPO1DIT C. Task T JZ: Prosoecting Activities*

Outstanding Consistently attains a .ninimuw of 120Z of alt prospecting

objectives, and at least 110% of interview objectives.

Excellent Attains a Lin.uum of IL02Z of all prospecting objectives,
and ac teast 100% of incerview objectives.

Above Average Attains a minimum of 100% of all prospecting objectives,
and at least 942 of interview objectives.

and at least 852 of Lterview objectives.

Below Average Attains a minimum of 802 of all prospectinig objectives.
and at least 752 of interview objectives.

Unsatisfactory Fails co attain at least 902 of all prospecting objectives.
and at least 752 of interview objectives.

*The only means to determine attainment of prospecting objectives is 1y

a detailed audit of PC/PC/PU Cards, list contact sheets, Scheduling

ad asoults Book. etc.

t6
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APPL4OEX 0. Task FOUR* Salesmanship

Outstanding Practices Professional Selling Skills at ALL times.
Thorough understanding of and ability to implement
%eed satisfaction selling". "handling customer attitudes,"

a and "making general benefit statements." Inherent Lm
the foregoing is the perceptive use of probing. supporting.
and closing techniques and the adroit handling of
customer attitudes such as acceptance, skepticism,
iadtfference, and objection. Accomplishes screening
with tact and efficiency. Quickly senses buying signals
and pushes toward appropriate coment. Uses benefit
tags to uncover undisclosed needs. In the process of
uncovering needs. listens twice as .mch as he talks.
NEVER "sprays and prays" or gives his "standard sales
pitch." Exhibits an unusually wide range of product
knowledge. ALWAYS in the applicants "95%."

Excellent Otffers from the foregoing only in degree. Sometimes
fails to practice Professional Selling Skills as described
above. Occasionally passes up oppotunity to use benefit
tags. Sometimes sprays and prays.

Above" Average Uses Professional Selling Skills in a mechanical manner.
Ones not completely execute techniques; e.g. in making a
supporting statement.* will agrae with the customer -ad
but forgets to introduce an appropriate benefit; or In
handling skepticism, restates the benefit. offers
proot. but neglects to expand the benefit. Occasionaily launches
into his "standard sales pitchn before uncovering the
prospects needs. Rarely %ses benefit tags. Awkward
handling of objections. Level of product knowledge Limited
to his personal experiences, and to classes at Recruiters
School. Sometimes fails to complete preliminary screening.
Forgets sometimes to project himself into the applicant's
*SZ." Vats too long to close.

Average Structured use of Professional Selling Skills limited to
closed probes, half supporting statements, and closes which
omit the sumariation of benefits accepted. 4neral
inability to sense customer attitudes and handle them
successfully. Almost never uses benefit tags. Product
knowledge limited to his personal experiences. Tends to

dominate the interview with his "standard sales pitch"
which is earmarked by a "spray and pray" approach to
ned setisfaction selling. Generally faLls to compLete
preliminary screening. 14ust be reminded frequently
to project himself into the applicant's 9M.
M sses buying signals; reluctant to close.

65
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Below Average The classic 'standard sales pitch" predominates. "Sprays
and prays" from the moment his attempt ac prelimnar '
screening is completed. Almost never projects himself
into applicant's 95. Applicant tends to sit throuigh
presentation vith . glassy expression n hi. face. Tends
to never attempt to close.

Unisatisfactory Does not effectively screen. Does not uncover needs.
Gives only a "standard sales pitch." Camped out in
his own 95%. Closes only ith the help of other
recruiters.
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APP DLT 9. Task EYU: Oata Collection, Analysis, & Objectives Setting

Outstanding Ras perfect knowledge and understanding of all definitions.
Captutes all data on prospecting activities. Antotate
all cards and lists copletely. Carries forvard daily
tallies. Records results of all appointments and inte-
views on PC cards and in Schedule and Results Sook.
Accurately sums up and analyzes data. Unfailingly sets
realistic objectives and attains total monthly prospecting
objectives.

Kuallent Rarely misinterprets definitions. Collects and correctly
analyzes at least 932 of the above items.

Above Average Occasionally errs in applying definItions. Collects and
correctly analyzes at least 302 of above items. Understands
philosophy but does not organize himself well enough to
perform task more completely. Ias difficulty reconstructing
his activity for the month by reviewing lists and working
file.

Average lakes frequent errors in applying definitions. Collects
and correctly analyzes at least 75[ of prospecting
objectives for coming month. Sets erroneous objectives
because of poor data collection.

lelow, Average Collects and analyzes less than 75% of prospecting objectives.
Records very little data. Cannot substantiate mounts of
activity when Schedule and Results Book audited aginast
working file and List folders. Objectives tend to
be set intuitively.

unsatisfactory Results which are less than those described under
"Below Average."
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A.PL401X V. Task S:: Preparation of Documents and Applicants for Enlistment

Outstanding All applicants fully qualified for the program for
tich being enlisted (contingent upon results of physical).

All potentially disqualifying factors (mental. moral, medical.
administrative) annotated on RS screening form in all
cases sent to AFEES. No make-up work other than diplomas for
applicants enlisted as seniors or acceptable educational
addendums due to school being closed in all cases.
"Recrutter-ppLicant Pre-A.EES Ch*ecklisc" properly comp leted
in all cases. All appLicants completely briefed, and
punctual. ietturn home ticket/token provided in al'. cases.
All required enlistment forms provided in all cases. All required
verification documents from family, school. etc.
accounted Eor (meaning that reasonable exceptions
determined on a case-by-case-basts; e.g. expediency:
such as single parent consent in which the
divorce decree is locked in safe-deposit hox, mother
unable to Set to bank, applicants mst be enlisted on
full processing Saturday) in all cases sent to A ES.
Such exceptions given only persons enlisting for
Delayed Enlistment Program. No instances of conflicting.
erroneous, incomplete or incorrect information on the
following enlistment forms: 00 L966, 00 1 584. 00 369, or
,EPCOH 714 in any cases sent to AV ES.

9=0cllent All applicants fully qualified for the program for which
being enlisted (contingent upon results of physical). All
potentially disqualifytng factors (mental, moral, medical,
administrative) annotated on KS screening form in all cases
sent to AFERS. No make-up work ocher than diplomas for
applicants enlisted as seniors or acceptable educational
satdndums due to school being closed in nine of ten cases.
"Recruiter-Applicant Pre-AF.ES Checklist" properLy completed:
nine of ten cases. Completely briefed, punctual, and return
home ticket/token provided to applicatc in all cases sent
to AFES. All required enlistment forms present in all
cases sent to AFTES. All required verification
documents from family, school, etc. accounted
for (meaning that reasonable exceptions determined on a
case-by-case basis; e.g., expediency: such as single parent
consent in vhich the divorce decree is locked in safe-deposit
box. ,other unable to get to bank. applicant aust Se
enlisted on full processing Saturday) in all cases sent to
AVEES. lo instances of confiLcctng, erroneous, incomplete or
incorrect information on the folloving enlistment forms:
DO 1966, 00 1584, 00 369, or KEPCOM 714 in seven of eight cases.

Above Average All applicants fully qualified for the program for which
being enlisted (contingent upon physical). All potentially
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disqualifying factors (mental, moral. medical, administrative)
anntated an :q screning form in ni~ne of to cases seat
to AlESS. No make-up work other than diplomas for applicants
enlisted as seniors or acceptable educational addendums due
to school being closed in eight of ton zases. "Recruiter-
Applicant Pre-AFIK.S Checklist" properly completed Ln eight
of ten cases. Completely briefed, punctual, and return hme
ticket/token provided to applicant in all cases sent to AFEES.
All required enlistment forms present In nine of ten cases.
All required verificatlon documents from family school, etc..
accounted for (meaning that reasonable exceptions determined
an a case-by-case basis, e.g.. expedtanc such as single
parent consent in which the divorce decree is locked in
safe-deposit box, mocher unable to get to beak, applicant
mat be enlisted on full processing Saturday). In nine of
ten cases sent to AMS. Instances of conflicting.
erryoneous, incompLets or incorrect information on :he
folloing enlistment forms: 00 L966. 0 1584. 00 369, or
.(IPCOK 714 in six of eight cases.

Average Nine of ten applicants fully qualified for the program
for which being ealisted (contingent upon physical).
This means that one of the ten would have coastituted an
erroneous enlistment. All potentially disqualifying
factors (mental, moral, medical, administrative)
annotated on US screening forms in eight of ten cases
sent to AFEES. No make-up work other than diplomas
for applicants enlisted as seniors or acceptable
educational addend due to school being closed In
seven of ten cases. "ecruitec-Applicant PrT-AnFiS
Checklist" properly completed: seven of ten cases.
Completely briefed, punctual, and return home ticket/
token provided to applicant in nine of ten cases. All required
enlistment fo present in eight of ten cases. All
required verification documents frm family, school, etc..
accounted for (meaning that reasonable exceptions
determned on a case-by-case basis; e.g., expediency:
such as single parent consent in which the divorce decree
is locked Lu safe-depotit box; mother unable to ie
to bank, applicant mast be enlisted on full processing
Saturday) in eight of ten cases. Instances of conflicting,
erroneous, incomplete or Incorrect information on the
following enlistment forms: 00 L966, 00 1584. 0 369, or
MZPCO0 714 in five of eight cases.

Selov Average light of ten applicants fully qualified for the progran
for which being enlisted (contingent upon physical). All
potentially disqualifying factors (mental, moral. ndical.
administrative) annotated on IS screening form in seven of
ten cases sent to AFES. No sake-up work other than
diplomas for applicants enlisted as seniors or acceptable
educational addendum. due to school being closed In six

I,
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educational addendum due to school being closed tn six
of ton cases. "Recruiter-Applicant Pro-AFEES Checklist"
properLy completed in six of ten cases. Completely
briefed, punctual, and return home tickltcoken provided to
applicant it eight Of tan Cases. All required enList. wat forms
present tn seven of ten cases. All required verification
from famly, school, etc., accounted for it seven of ten
cases. Instances of conflicting, erroneous, incomoote
or incorrect information on the following enlistment forms:
DO 1966, 00 1584, 00 369, or WCOM 714 in four of eight
Cases.

Unsatisfactory Discrepancies La any of the foregoing categories naubecing
more than the number Listed in "below average."
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APENDLX G. Task S EY!?: Righ School Program

Outstanding Whether NCOIC or Line Recruiter, conducts program
in spirit intended in "Cuidebook for Recruiters.
got ". All high school telated "Systematic Recruiting"

forms kept completely up-to-date and completely
filled out. Conscientiously follows established
time tables for submission "RS Program Haster Sheet".
"Hgh School Program Updace Sheet", attainment of
keymen in each school, etc. Establishes very cordial
relations in each school to the extent humanly
possible given the coimnity's prevailing politics.
tither visits each high school twice a mouth or sakes
no less than four high school visits per week.
Coordinates all telephone canvasing with planned
high school visits, calling high school list for
three days prior to a school visit. Coordinates
details of visit with kayman and poolees at high
school prior to making visit. Completes Kish School
Visit card after visit. Administrative call to a
high school to pick a certification of education
or to proctor an institutional ASVA/ does not constitute
a high school visit.

Excellent 1Varies from the foregoing description only in degree.
Occasionally does not coordinate calling a high
school list prior to visiting the high school.
Occasionally does not coordinate with a kaymen or
poolees from a high school to be visited.

Above Average Purposefully visits at least four high schools
and/or student gathering places near the high school
per week. Tends to be haphazard about maintenance
of "Systematic Recruiting" required fors and reports.
Us established cordial relations in all schools
menable to such a relationship. Normally does
not call appropriate lists nor coordinate with keymen
and pooles prior to visit.

Average Visits between two or three high schools per week.
Neglects administrative duties connected with high
school program. Rarely calls high school or keymau
and poolees prior to a visit. No evidence of attempt
to get a keyian in each high school.

3eloW Average Visits one or less high schools per week. Neglects
administrative duties related to high school program.
Does not call high school list prior to a visit.

Unatisfactory Visits high school only to get high school certification
or to proctor an institutional ASVA3 test.
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APPENDIX R. Task EIGHT: Telephone Canvassint

Outstanding Consistently prepares well for telephone calls by
being mindful of previously established objectives,
Identifying proper marlet for the time of..day, month
and year; arranging list contact sheet. PC/PPC/RE
cards, and Scheduling and Results Sook In an 4fficienc
manner on his desk. Always uses proper symbols on
list contact sheet and In Scheduling and Results
Book. Accurately records all results. Properly
annotates list scheduling card when calls conplets
at end of the day. Spends no longer than four
minutes with each bona fide contact. Always uses
pertinent PSS skills: eneral benefit statements,
open and closed probes, and closes. Does not
attempt to sell. Does not make sales presentation
over telephone. Attempts only to get the appoint-
ment. Moever supports, a statement by the contac ,
the nature of which is an impediment to an enlistment;
e.g. "I'm going to college". incorrect recruiter
response, "Well, John, that's great. What college
and what are you going to study?" The recruiter's
correct response is "Oh? That's precty expensive;
do you have the money? Are you aware you can go to
college while on off-duty time in the ine Corps and
the U.arine Cor p w.ill pay up to 75% of your tui;.on!"
All telephone calls are lively, friendly, and
attuned to the prospect's needs. 'takes out a PC
Card on all contacts who have agreed to an appointment.
finally. attains a standard of effectiveness for
telephone calls of L:3O or better.

Excellent 7aries from the foregoing only in that the
recruiter spends no more than five minutes per call
with a contact and achieves a standard of effectiveness
of 1:70 or better.

Above Average Tends to call a list that was not scheduled at the
beginning of the month. Haphazard about setting
up to efficiently make calls and record results.
Uses proper symbols approximately 30% of the time.
Records 90% of all results. Does not always
properly complete results on List Scheduling Card.
Tends to spend more than five minutes on a single call.
Does not consistently use general 5enefit statements
or proper closing techniques. Tends to make sales
presentation to the prospect. Calls are friendly
but somewhat mechanical. Does not always make out
a PC card on persons ,ho agree co an appointment.
Standard of effectiveness for telephone calls better
than 1:100.
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Average Regularly calls lists that were oot scheduled.

Normally starts list from the front and habitually
overlooks calling names at the end of the list.
Sets up inefficiently for the period of telephone
canvassing: e.$. either list contact sheets or
Scheduling and Rsults Book out 3f easy reach.
Frequently uses improper symbols, or omits recording
results of call. Does not properly complete results
on List Scheduling Card. Spends as much as ten
minutes on single calls. Does not initiate calls
with an appropriate henefit statement. Many calls
sound perfunctory and unenthusiastic. Standard of
effectiveness for telephone calls better than 1:125.

Ielov Average Completely random approach to selection of lists
to be called. Starts Erom front of the list.
Inefficient set up. Sloppy annotation of list
contact sheets and PC Cards. Does not annotate list
scheduling cards at end of day. Recruiter sounds
in a rush to get the call completed; manner normally
mechanical. Rarely uses general benefit statements.
Does not attpt to handle objections such as prospect
plan-ing to go to college. Standard of effectiveness
for telephone calls better than 1:150.

Unsatisfactory That behavior w Aich is noticeably less proficient
than described ander 'elow average". Standards
of effectiveness greater than 1:150.
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APPENDI)X 1. Task VINE: Pool.s and Referral Program

Outstanding Referral Contact List, properly filled out included
in L00% of all enlistment cases sent to AFEES.
Referral Contact List folder maintained at recruiting
office with 100% of all enlistments for past year
having a Referral Contact List in the folder.
PooL/XCRD cards completed and in 'orking File on 100%
of all poolees and shippers currently in the pool

or at recruit training. 'fames on cards match names
on Poole. 3oard with 0% variance between number of
Cards and number of names on board.
Evidence, by virtue of annotation on each Pool Card,
of fortnightly contact wit h L00% of all poolees.
Contact can be by telephone, school visit, viLst
to recruiting office, etc.
Poole* meeting conducted at least once per .onth.
Agenda for successive meetings varied among social,
athletic, or instructional activities.
50% of all contracts are bona fide referrals from
poolees, command recruiters, contacts, etc.
MCRD Cards In conjunction with Month-in-Sight Plan
evidence chat command recruiters and recruiter
assistants Integrated into IRT plan. tOO of all
returning .tarines scheduled for and subsequently
partcipace Ln ac least one IMT expedition.
Placement of cards in 'Working File and appropriate
annotations on cards are partial measure of skill
at this task.

Excellent Referral Contact List, properly filled out included
in 92Z of all enlistment cases sent to A.EES.
Referral Contact List folder maintained at recruiting
office with 92% of all enlistments for past year
having a Referral Contact List in the folder.
Pool/MCRD cards completed and in Working File on

100Z of all poolees and shippers currently in the
pool or at recruit training. Names on cards match
ames on Poolee Board with 2% variance between number
of Cards and number of names on board.
Evidence, by virtue of annotation on each Pool Card.
of fortnightly contact with 92. of all poolees.
Contact can he by telephone, school visit, visit

to recruiting office, etc.
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?ol e meeting conducted at least once every five
reeks. Agenda for successive meetings varied among
social, athletic, or instructional activities. 40%
of all contracts are bona fide referrals from pooLees.
commnd recruiters, contacts, etc.
4CRD Cards in conjunction wich Month-in-Sight ?lan
evidence chat command recruiters and recruiter
assistants Lntegrated into M'T plan. 92% of all
returning Marines scheduled for and subsequently
participate in at least one IRT expedition. Placement
of cards in Vorking File and appropriate annotations
on cards are partial measure of skill at this task.

Above Average Referral Contact List, properly filled out. included
in 85Z of all enlistment cases sent to AFEES.
Referral Contact List folder maintained at rscruit.ng
office with Mof all enlistments for past year having
a Referral Contact List in the folder.
Pool/RD) cards completed and in 'Working File on
100% of all poolees and shippers currently in the
pool or at recruit training. .tamas on cards match
n=mes on Poolee Board with 4% variance betveen number
of Cards and number of wnes on board.
Evidence, by virtue of annotation on each Pool Card.
of fortnightly contact .rith 85% of all poolees.
Contact cat be by telophone, school visit, visit to
recruiting office. act.

PooLae meeting conducted at least once every six
weeks. Agenda for successive meetings varied aimong
social , athletic, or instructional activities. 30%
of all contracts are bona fide referrals from
poole s, comand recruitrsI contacts, etc.
MCRD Cards in conjunction with %tonth-in-Sight Plan
evidence that command recruiters and recruiter
assistants integrated into Ur plan. 83% of all
returning ,arines scheduled !or and subsequently
participate in at least one lR expedition.
Placement of cards in orking File and appropriate
annotations on cards are partial Ineasure of skill
at this task.

Average Referral Contact List, properly filled out, included
in 70% enlistment cases sent to AFSES.
Referral Contact List folder maintained at recruiting
office with 70% of all enlistments for past year
having a Referral Contact List in the folder.
Pool/MCRD cards compeLted and in Working File on
96% of all poolees and shippers currently in the
pool or at recruit training. Mames on cards match
names on Pooleo Board wich 7% variance bet-eea iumber
of Cards and nuber of 'ame on board.

I=o
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Evidence, by virtue of annoacion on each Pool Card,
of fortnighcly contact with 70Z of all poolees.
Contact can be by telephone, school visit, visit
to recruiting otice, etc.
Poole. meeting conducted at least once every seven
weeks. Agenda for successive mettings varied among
social, athletic, or instructional activities. 20?
of all contracts are boas fide referrals fro
pool.s., command recruicers, contacts, etc.
MCRD Cards in conjunction with Month-in-Sight ?lan
evidence chat comand recruiters and recruiter
assistants integrated into IRT plan. 70% of all
returning Marines scheduled for and subsequently
participate in at teast one IRT expedition.
Placement o cards in Working file and appropriate
annotations on cards are partial measure of skill
at this task.

Below Average Reterral Contact List, properly tilled out, included
in 602 enlistment cases sent to AFEES.
Referral Contact List folder maintained at recruiting
office with 602 o all enlistments tor peat year
having a Referral Contact List in the folder.
Pool/MCRD cards completed and in 'orking File on
922 of all poolees and shippers currently in the
pool or at recruit training. I(mes an cards macch
names on Poole* Board with 10% variance between number
of Cards and number of names on board.
Evidence, by virtue of annotation on each Pool Card,
of fortnightly contact with 60Z o all pools*s.
Contact can be by telephone, school visit, visit
to recruiting Office, etc.
Poole. meeting conducted at least once every two
mnnths. Agenda for successive necings varied among
social, athletic, or instructional activities. 10%
of all contracts are bona fide referrals from poolee*,
command recruiters, contalts, etc.
4CR Cards in conjunction with Monch-in-Sight Plan
evidence that comand recruiters and recruiter
assistants integrated into MI plan. 602 ot all returning
Karines scheduled tor and subsequently participate
in at least one IRT expedttion. Placement of cards
in Jorking File and appropriate annocations on
cards are partial measure o skill at this task.

Unsatisfactory Results less than those described tn "Below Average."
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APPENDIX J. Task TEN: Administration and Logistics

Outstanding An outstanding rating in this field represents the
knowledge and endeavor of the highest level. An
1COIC who falls in thLs category is consistently in
tlue or ahead of time tn his submission of reports,
and the information presented ts factually correct.
Re invariably informs the Administrative Section of
the status of his recruiter assistants, and provides

prompt and correct answers for questions and
investigations from the Station. Turns in the 4ocor
Vehicle Status Report and his ,ocor Vehicle trip
tickets on time with the format of each being
properly completed. In the area of station
operations, all reports are called in on time, OO2
of the occasions which occur and the information
reported on correlates with each report (Daily.
Weekly. onchly).

Excellent A SCOIC who falls within this rating would possess
the same abilities and achievements as the "outstanding"
group with the exception of a few late submissions
on the daily "I, C, A" Report, or perhaps an item
or two of information which might not correlate on
the daily, weekly or monthly reports. Perhaps a
report might be a dayI late, but this will he on an
infrequent basis.

Above Average This category includes those personnel who generally
are capable of getting their reports in on time. No
more than on* late submission of the "I. C. A" Report
per meek and na more than one weskly report late per
moth. The information reported will be correct
with the exception of minor discrepancies on the
daily, weekly and mnthly reports. The formats of
reports will be correct with minor faults and
submission of these reports the Administrative and
Supply Sections while not always on ti e will not
hinder these sections from completing their missions
om time.

Average Ras a tendency to let reporting slip through the
seams frequently. Data being reported is basically correct
although errors do exist and will be noticeable. No
more than two "T. C, s" per week are late ard
the weekly report is submitted on time at least 502 of
all occasions. Monthly vehicle report wo more than
*o day late. Information about recruiter assistants
will be submitted but often after prompting by the
Administrative Chief and not as a voluntary action.
All information presented is useable but with mistakes
and these figures must be closely checked by the
receiver.
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Below Average Reports generally fall into the delinquent status.

Station personnel have to request the information
on a recurr.ng basis. "I. C, A" Reports will be
late three or more times a week with the weekly
and monthly recapitulations being Lace on a consistent
basis. The information on all reports will be of
a nebulous and dubious quality with verification
needed on a aajority of reports. The vehicle report
and recruiter assistants report will be so lace
that the Station must call and ask for submissions
several times. UnrelLability and poor timlinass
of submission characterize this Level of
performance.

Unsatisfactory Reports are consistently late. When reports are
submitted after constant prompting the information
is of such a quality as to reader it useless and
unworkable.

F"
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